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EXECUTIVE  SUMMARY 


!n  lieu  of  an  executive  summary  a  Point  Paper  has  been  attached  as  Appendix 
A.  The  results  or  this  analysis  are  better  served  by  preparing  an  overview  in  this 
fashion  to  forward  through  the  U.  S.  Marine  Corps  chain  of  command. 


BIOGRAPHICAL  SKETCH 


Lieutenant  Colonel  James  L.  Whitlow  was  born  in  Der,  *er,  Colorado  and 
reared  in  Edna,  Texas.  A  graduate  of  the  University  of  Texas  at  Austin,  he  entered 
the  United  States  Marine  Corps  in  February  of  1968  In  addition  to  tours  at  the 
University  of  Texas  ("bootstrap").  Headquarters  Marine  Corps,  and  the  Second 
Marine  Division,  he  has  served  throughout  his  career  primarily  iri  A6E  Intruder 
Squadrons  at  MCAS  Cherry  Point,  N.  C.;  MCAS  Iwakuni,  Japan,  Nam  Phong,  Thialand; 
and  on  the  deck  of  the  USS  John  F.  Kennedy.  During  his  most  recent  assignment 
from  1985  through  1989,  as  Executive  Officer  and  then  Commanding  Officer  of. 
VMA(AW)-533  through  two  Carrier  Deployments  to  the  Mediterranean,  LtCoi 
Whitlow  gained  a  great  deal  of  experience  and  exposure  to  individual  problems  of 
Marines  which  were  related  to  an  extremely  high  operating  tempo  (UPTEMPO). 
Motivated  by  the  Career  Planning  interviews  conducted  with  Marines  in  his 
command,  he  became  interested  in  pursuing  the  development  of  a  methodology  for 
bringing  into  sharper  focus  the  adverse  effects  of  high  UPTEMPO  upon  individuals. 
The  effort  commenced  with  an  informal  study  during  his  tour  in  VMA(AW)~533  and 
is  continuing  with  the  development  of  this  paper.  LtCoi  Whitlow  expects  to  be  a 
1990  graduate  of  the  Air  War  College,  and  return  to  MCAS  Cherry  Point  for  further 


TABLE  OF  CONTENTS 


DISCLAIMER . ii 

EXECUTIVE  SUMMARY . iii 

BIOGRAPHICAL  SKETCH  .  W 


OUTLINE  OF  THE  PAPER 


INTRODUCTION . 1 

WHAT  00  FIELD  COMMANDERS  SAY?  ...  5 

IN  SEARCH  OF  THE  RIGHT  STATISTIC  -  NOT  SO  SIMPLE  8 

EIGHT  SELECTED  UNITS . 10 

"UNIT"  GPTEMPO  11 

COLLECTIVE  "INDIVIDUAL"  OPTEMPO  BY  UNIT  .  13 

AVERAGE  ACCUMULATED  DEPLOYED  TIME 
MANNING  PROFILE  BY  DEPLOYMENT  STATUS  CODE 
UNIT  -  DATE  CURRENT  TOUR  BEGAN 
COLLECTIVE  INDIVIDUAL  OPTEMPO  DATA  -  AN  ANALYSIS  19 

CONCLUSION  AND  RECOMMENDATIONS  ....  26 


28 

29 


NOTES 

LIST  OF  APPENDICES 
APPENDICES  ATTACHED 


30 


A  METHOD  FOR  COLLECTIVELV  MEASURING  THE  OPERATING  TEMPO  OF 
INDIVIDUALS  IN  MARINE  CORPS  UNITS  -  WHY  AND  HOW  ? 

During  a  conference  of  career  planners  at  Headquarters  Marine  Corps  in 

September  of  1989  \  high  operating  tempo  (OPTEMPO)  was  identified  as  one  of  the 
major  problems  effecting  their  ability  to  retain  high  quality  first  term  enlisted 
Marines.  In  a  related  phenomenon,  Marine  Corps  wide  separation  surveys  have  seen 
claims  of  too  much  "Family  Separation"  climb  over  the  past  two  years  to  the 

number  one  cause  for  not  reenlisting  2  A  particularly  disturbing  trend  is  that 
this  increased  attrition  because  of  high  OPTEMPO  applies  to  career  Marines  as 

much  as  first  termers  3  As  a  truly  expeditionary  force,  this  is  an  elusive 
problem  for  the  Marine  Corps.  Forward  deployment  is  its  stock  and  trade.  To  be 
prepared,  units  must  be  on  the  move.  The  Corps  may,  however,  be  approaching  an 
OPTEMPO  break-even  point,  beyond  which  the  negatives  outweigh  the  positives. 

There  are  many  aspects  to  the  high  OPTEMi  j  dilemma.  To  quote  the 
Commanding  General  of  the  Second  Marine  Division  in  a  December  89  message  to 

the  Commanding  General  of  Fleet  Marine  Forces  Atlantic  T 

"From  my  perspective,  the  negative  impact  of  the  present  pace  is  discerni  de  in  the  following 
categories. 

A.  Effect  on  mortkand  family  cohesiveness  produced  by  repeated  and  sustained  deployment 
periods. 


6.  Degrodatinn  of  maintenance  readiness  from  increased  equipment  usage  end  corresponding 
reductions  of  maintenance  opportunities. 

C.  Hazardi  fig  the  ability  of  platoon  and  company  size  units  to  trai  n  toward  basic  tactical 
proficiency  because  of  their  leaders'  enforced  focus  on  "high-level"  or  "special”  exercises  and  training 
requirements. 

0  Changes  in  priorities  without  corresponding  funding  modifications  will  require 
reprogramming  of  budgetary  costs.” 

The  General's  message  clearly  points  out  many  harmful  effects  of  a  training 
tempo  that  is  set  too  high.  While  there  are  a  variety  of  statistics  used  to 
measure  aspects,  such  as  low  equipment  readiness  or  low  training  readiness,  the 
impact  on  people  is  more  difficult  to  analyze.  Development  of  data  about 
individual  Marines  begins  when  the  unit  commander  provides  input  through  the 
Unit  Diary  into  the  Marine  Corps'  Manpower  Management  System  (MMS).  This 
system  accumulates  data  on  individuals  which  is  in  turn  used  by  assignment 
monitors  as  a  basis  for  moving  people  in  and  out  of  the  Fleet  Manne  Force 
(operating  units).  Controls  used,  such  as  Date  Arrived  U.S.  from  tours  where 
Dependents  were  Restricted  (DAUSDR),  were  developed  in  an  era  when  individual 
Marines  were  assigned  on  a  rotating  basis  to  fixed  units  overseas.  When  the 
Marine  Corps  shifted  in  1976  from  a  program  of  rotating  individuals  overseas  on  a 
12  month  basis  to  a  Unit  Deployment  concept  of  rotating  stabilized  units  overseas 

on  a  six  month  basis,  controls  such  as  DAUSDR  lost  much  of  their  utility  5 

A  separaie  control  measure,  referred  to  as  Accumulated  Deployed  Time 
(ATD),  was  initiated  in  conjunction  with  the  Unit  Deployment  Program  It 


theoretically  provides  a  basis  for  reassigning  personnel  once  they  "update"  their 
OAUSDR  by  compiling  365  days  of  Accumulated  Deployed  Time  during  their  tour  in 
the  unit.  This  has  worked  fairly  well  for  communities  with  an  adequate  manpower 
base  From  a  control  perspective,  however,  the  DAUSDR  only  protects  the  Marine 
from  individual  unaccompanied  orders  to  an  overseas  billet.  As  long  as  he  stays  in 
a  unit  that  rotates  on  only  a  six  month  Temporary  Additional  Duty  (TAD)  basis,  he 
can  (theoretically)  remain  in  the  unit  indefinitely.  This  is  great  for  unit 
readiness,  but  hard  on  young  families. 

When  a  particular  community  is  so  active  that  Marines  are  required  to 
remain  in  the  unit  significantly  beyond  the  365  day  mark  and  morale  or  retention 
begins  to  be  a  problem,  very  few  management  mechanisms  give  the  situation 
visibility  at  a  high  enough  level  to  make  a  correction.  Individuals  locked  in  a 
deploying  unit  must  rely  primarily  on  the  unit  commander  to  restrain  operations 
or  transfer  problem  personnel  from  the  command.  When  certain  skills  ore  in  short 
supply,  however,  transfer  may  be  out  of  the  question.  Additionally,  slowing  the 
pace  is  an  option  very  often  completely  out  of  the  unit  commanders  c  ontrol  Hg 
must  respond  to  tasking  from  higher  headquarters,  and  he  has  a  responsibility  to 
prepare  the  whole  unit  for  combat. 
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Are  there  ways  at  the  higher  headquarters  level  to  identify  those  units  or 
communities  that  have  this  problem?  The  answer  is  yes  -  but  the  statistics  that 
could  give  it  visibility  are  not  being  correlated  with  units.  They  are  associated 
only  with  the  individual  assignment  process.  Data  such  as  Accumulated  Deployed 
Time  is  not  compiled  by  unit  at  any  command  level.  Today  there  is  no  measuring 
system,  except  the  voice  of  the  commander,  that  collectively  addresses  the 
impact  of  HPTEMPO  on  individuals  within  a  particular  unit  or  perhaps  within  a 
tactical  community. 

The  purpose  of  this  paper  is  to:  first,  examine  what  major  Fleet  Marine 
Corps  Commanders  have  to  say  about  OPTEMPO  of  the  individual  Marine  and  its 
impact,  second,  detail  the  operating  pace  of  eight  selected  Battalion/Squadron 
level  units  within  the  FMF  and  compare  some  related  statistics;  third,  generate  an 
"Average  Accumulated  Deployed  Time"  and  "Unit  Manning  Profile  by  Deployment 
Status  Code"  for  the  eight  units  from  MMS  data;  and  fourth,  analyze  the  potential 
benefits  of  generating  this  data  across  the  board  for  units  within  the  FMF  as  a 
management,  tool 
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FIELD  COMMANDERS  SAY? 


In  order  to  get  a  broader  perspective,  I  requested  information  from  six 

CONUS  based  major  Marine  Corps  Commands  and  received  replies  from  five  6 
Additionally,  i  requested  amplifying  information  from  Headquarters  Marine  Corps, 

which  ended  up  being  of  very  little  value  7.  The  following  is  a  summary  of  the 
views  from  the  commands.  Without  exception  it  shows  great  concern  similar  to 
the  message  quoted  above  There  is  also  a  sense  of  frustration  iminating  from  the 
responses  which  suggests  that  it  is  a  problem  that  is  very  hard  to  deal  with 


The  following  commands  responded  to  the  request  for  information: 

Headquarters,  FMF,  Atlantic 
Headquarters,  FMF,  Pacific 

Second  Marine  Division  (Dec  '89  rnsg  substituted  for  direct  response) 
Second  Marine  Aircraft  Wing 
Third  Marine  Aircraft  Wing 


1 .  Is  excessive  QFTEMPO  a  morale  or  retention  issue? 

Four  of  the  five  commands  indicated  -  yes.  Only  Third  MAW  indicated  that 
while  it  is  a  constant  concern,  "particularly  in  units  that  are  very  busy  in  between 


UDP  and  MEU  (SOC)  deployments",  it  does  not  present  a  significant  morale  or 
retention  problem  at  present 

2.  How  has  OPTEMPQ  been  rated  on  separation  surveys? 

The  Marine  Corps  separation  survey  lists  34  possible  reasons  for  separating  from 
the  Marine  Corps  Of  those  related  to  OP  TEMPO,  “Too  much  family  separation"  has 
the  most  direct  correlation  to  adverse  affects  caused  by  deployment  It  is  rated 
by  the  responding  commands  as  one  of  the  top  three  reasons  given  for  the 
decision  to  separate  Marine  Corps  wide  it  is  the  number  one  reason  given 

3  Do  current  feedhack  mechanisms  give  you  accurate,  timelu. 
indicators  of  potential  morale/retention  problem  areas?  Have  you 
established  any  unique  feedback  tools  in  your  command? 

The  Marine  Corps  Enlisted  Separation  Survey  was  the  only  formal  feedback 
mechanism  used  by  all  commands  It  is  interesting  to  note  that  all  results  of  the 
survey  are  forwarded  directly  to  Headquarters  Marine  Corps  for  analysis.  While 
local  officials  manually  review  the  surveys,  no  automated  analysis  is  done 
with  the  results  at  the  major  command  level 

Second  Marine  Aircraft  Winq  also  utilizes  a  commanders  survey.  The  results 
of  a  recent  one  are  attached  to  their  response  (Appendix  D) 
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4.  What  is  your  view  of  the  amount  of  family  separation  that  should  be 
expected  of  our  enlisted  Marines  over  the  course  of  a  career  or  an  FMF 
tour? 

There  was  no  command  position  on  this  question  by  any  respondent.  FMFPac 
estimated  that  family  separation  in  west  coast  based  combat  arms  and  helicopter 
MOSs  range  from  50-70*  of  the  time  assigned  to  any  operational  unit.  They  also 
alluded  to  a  primary  aggravating  factor  stating  that  there  are  "very  few 
alternatives  for  lower  ranking  combat  arms  Marines  who  become  burned 
out'  due  to  the  repetitiveness  of  operations  during  their  first  enlistment.  There 
are  simply  not  enough  billets  to  provide  alternating  tours  into  and  out 
of  the  FMF.  During  FY88,  there  were  8600  "B"  billets  for  corporal  and  below, 
against  an  active  duty  population  of  96,000." 

Whon  the  question  was  put  to  wing  chaplains  within  Third  MAW  the  response 
was  "(1)  Six-month  deployments  are  too  long  and  should  be  shortened  by  half,  and  ; 
(2)  No  more  than  approximately  25$  of  a  Marine's  tour  in  the  Wing  should  be  spent 
in  a  deployed  status." 

In  one  survey  of  commands  within  Second  MAW,  a  squadron  commander  offered 
that  "commanders  should  be  required  to  ,ustify  deployed  time  requirement  over 


and  above  35-40$." 


5.  Has  your  command  established  any  unique  support  mechanisms,  or 
operational  policies  that  minimize  the  adverse  impact  of  high  QPTEhPO 
and  increased  family  separation? 

Support  mechanisms  -  yes.  All  have  put  emphasis  on  improved  family  support 
facilities  aboard  their  bases.  Second  MAW  and  Third  MAW  have  each  developed 
unique  support  structures  for  the  families  of  deployed  Marines.  In  Second  MAW  it 

is  called  Family  Readiness  or  a  "Key  Wives"  program  In  Thir  d  MAW  it  is 
termed  the  "Family  Action  Contact  Team  (FACTeam)  Program"  Details  of 
both  programs  are  attached  to  their  respective  responses  (Appendix  D). 


IN  SEARCH  OF  THE  RIGHT  STATISTIC  -  NOT  SO  SIMPLE 

The  total  impact  of  fast  paced  QPTEMPO  upon  the  "people  factor"  within  a  unit 
is  hard  to  quantify  statistically  for  several  reasons.  First,  Marines  assigned  to 
the  unit  corne  and  go.  Some  may  be  reassigned  to  another  unit  after  only  one 
deployment,  while  others  may  remain  in  a  unit  for  several  unit  deployment 
cycles.  This  depends  largely  upon  the  MOS  and  availability  of  Marines  within  the 
total  manpower  structure  of  the  Corps  for  reassignment 


S 


A  second  phenomenon  that  makes  the  total  impact  of  high  OPTEMPO  within  a 
unit  hard  to  measure  is  that  there  are  many  levels  of  unit  deployment  that  m8y 
affect  portions  of  the  command  differently.  Deployments  by  the  entire  command 
are  easy  to  define,  and  their  effects  are  uniformly  spread.  The  whole  unit  simply 
packs  up  and  goes.  Training  detachments  o.  ;8rious  si2es,  however,  will  affect 
parts  of  the  command  differently.  For  example:  when  organizing  a  small 
detachment  (DET)  it  is  rarely  advisable  to  move  the  administrative/record  book 
function,  so  Marines  with  that  MGS  accumulate  little  deployed  time  on  DETs. 
Conversely,  there  is  always  a  requirement  for  certain  MOS's  such  as  maintenance 
control  and  flight  line  personnel  within  an  aircraft  squadron.  Marines  with  the  e 
MOS's  simply  rotate  staying  at  home  and  being  on  the  DETs  when  they  are  between 
major  unit  deployments.  Frequency  of  participation  becomes  a  function  of  the 
size  of  the  unit.  Small  detachment  training  (DETs)  affects  individuals  within  a 
unit  differently. 

Anothet  complicating  factor  is  that  squadrons/battalions  are  often  task 
organized  or  augmented  with  personnel  from  outside  the  basic  unit  Small 
detachments  from  other  units  tasked  for  support  are  derived  from  units  that  have 
an  entirely  different  OPTEMPG  profile.  Usually  the  personnel  from  these 


supporting  commands  are  extremely  busy.  With  all  of  these  complicating  factors 
understood,  it  will  be  useful  now  to  examine  actual  data  from  high  tempo  units. 


EIGHT  SELECTED  UNITS 


In  an  attempt  to  define  a  method  that  will  give  senior  commanders  insight  for 
effective  and  timely  decision  making,  I  have  identified  eight  FMF  units  for  study. 

Selection  of  these  units  was  not  random.  These  squadrons  and  battalions  have 
relatively  constant  OPTEliPO  demands  placed  upon  them  from  higher  headquarters 
I  selected  units  that  have  either  just  completed  a  full  six  month  unit  deployment 
(UDP)  or  those  who  have  been  stabilized  in  preparation  to  an  upcoming  major 
deployment.  Listed  below  are  the  battalions  or  squadrons  with  their  reason  for 
selection: 


Marine  Aircraft  Group  -  14 
1  -  VMA(AW)-224 

2-  VfiA(AW)-b33 
Marine  Aircraft  Group  -  32 

3-  VMA-331 

4-  VMA-231 


Supports  forward  deployment  of  A6E  Sqdns 
Just  returned  from  UDP  (Iwokuni) 

Stabilized  and  preparing  to  deploy  overseas 
Supports  forward  deployment  of  AV8B  Sqdns 
Just  returned  from  UDP  (Okinawa) 


Stabilized  arid  preparing  to  deploy 
Fourth/Eighth  Marine  Regiments  Support  forward  deployment  of  infantry 

battalions  to  Sixth  Fleet 
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5-  2d  Battalion  8th  Marines  Just  returned  from  UDP 

6  -  2d  Battalion  4th  Marines  Stabilized  and  preparing  to  deploy 

Second  Marine  Regiment  Supports  forward  deployment  cf  infantry 

battalions  to  WESTPAC 

7  -  3d  Battalion  2d  Marines  Just  <‘eturned  from  UDP 

8  -  1st  Battalion  2d  Marines  Stabilized  and  preparing  to  deploy 


"UNIT*  OPTEMPO 

Before  attempting  to  analyze  data  about  individuals  within  the  eight  units, 
let  us  look  some  unit  statistics  beginning  with  the  number  of  days  over  the  past 

two  years  that  the  unit  has  actually  been  deployed  from  home  base  e. 

Number  of  days  Deployed  Over  2  Yrs 


Unit 

Pet 

Umt 

Total 

VMA(AW)-224 

55 

310 

365 

VMA(AW)-533 

181 

185 

366 

VMA-33 1 

- 

267 

267 

VMA-231 

73 

143 

216 

2d  Battalio  8th  Marines 

10 

342 

352 

2d  Battalion,  4th  Marines 

- 

280 

280 

1st  Battalion,  2d  Marines 

- 

30 1 

30' 

3d  Battalion,  2d  Marines 

no  response 

Average 

306 

1 1 


Listed  below  is  the  number  of  days  between  return  from  a  major  deployment 
(defined  as  5  months  or  longer)  and  the  beginning  of  subsequent  training 
deployments  of  over  10  days  away  from  home  base. 


Unit 


VMA(AW)-224 

VMA(AW)-533 

VMA-331 

VMA-231 

2d  Battalion,  8th  Marines 
2d  Battalion,  4th  Marines 
1st  Battalion,  2d  Marines 
3rd  Battalion,  2d  Marines 


Number  of  daus  for  family  adjustment 
following  a  major  deploument 
1 34  days  * 

93  days 
45  days 

No  recent  deployment  of  5  months  or  more. 
150  days 
30  days 
64  days 
No  response 


*  Note:  Heavy  YYorkups  for  Carrier  Qualifications  (CQ)  commenced  within  30  days 
of  arrival  back  in  the  IJ.S.,  however,  the  actual  CQ  deployment  was  only  2  days  for 
the  aircrews  and  10-15  days  for  a  small  number  of  maintenance  personnel 
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COLLECTIVE  'INDIVIDUAL*  OPTEMPO  BV  UNIT 


Before  beginning  this  section  I  must  acknowledge  special  assistance  provided 
by  the  Information  Systems  Branch  of  the  Manpower  Department  at  Headquarters 
Marine  Corps,  especially  CWO  Helmbrecht  and  Sgt  Buzzard.  Their  willing  help  and 
superior  expertise  produced  the  software  which  provided  information  listed  below 
(Average  Accumulated  Deployed  Time,  Unit  Manning  Profile  by  Deployment  Status 
Code,  and  Unit  Date  Current  Tour  Began).  This  information  would  not  otherwise 

have  been  available  in  this  format 9 

AVERAGE  ACCUMULATED  DEPLOYED  TIME 


There  are  a  variety  of  data  and  codes  assigned  to  individuals  within  the  MMS 
system  which,  if  compiled  by  units,  may  be  useful  in  determining  the  impact  of  a 
unit's  OPTEMPO  upon  individual  Marines  within  the  command.  The  first  of  these  is 
Accumulated  Deployed  Time  (ATD)  which  we  have  previously  discussed  MCO 

PI 080.35  (PRIM)  defines  ATD  as  follows  ,0:  "This  data  element  is  designed  to  be 
used  only  by  FMF  units  as  identified  in  MCO  1300.8  and  represents  the  individual 
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Marine’s  tota1  time  in  days  deployed  while  joined  chargeable  to  an  FMF  unit  Each 
ADT  entry  will  adjust  the  Date  Arrived  U.S.  where  Dependents  were  Restricted 
(DAUSDR)  to  compensate  for  periods  spent  in  a  deployed  status.  Periods  of  ADT  of 
jess  than  10  days  will  not  be  reported  or  accumulated."  Listed  below  is  a  special 
report  generated  at  Headquarters  Marine  Corps  which  provides  information  as  to 
the  minimum  and  maximum  amount  of  ADT  listed  for  an  individual  within  each  of 
the  eight  selected  units.  It  also  provided  the  average  individual  ADT  for  the  unit. 


Accumulated  Deoloued  Time 

Unit 

Min 

Max  * 

£yg 

VMA(AW)-224 

1 1 

361 

167 

VMA(AW)-533 

2 

363 

210 

VMA-331 

5 

361 

217 

VMA-23 1 

5 

355 

121 

2d  Battalion,  8th  Marines 

*•* 

** 

** 

2d  Battalion,  4th  Marines 

1 

362 

106 

3rd  Battalion,  2d  Marines 

5 

364 

194 

1st  Battalion,  2d  Marines 

1 

364 

154 

*Note  Once  an  individual  reaches  365  days  while  assigned  to  the  unit 
his  DAUSDR  is  updated  to  that  dale  and  his  ADT  goes  to  zero 

**Note:  MMS  System  at  Headquarters  presently  shows  the  2/8  RUC  as  deployed 
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and  not  updated 


MANNING  PROFILE  BY  DEPLOYMENT  STATUS  CODE 


The  Deployment  Status  Code  is  another  bit  of  information  entered  into  the  I1MS 
by  the  unit  to  portray  certain  information  concerning  the  individual  Marine. 
Quoting  MCO  P1080.35  (PRIM),  "The  DSC  identifies  a  Marine's  deployment  status 
during  a  current  FMF  tour.  This  data  element  is  used  by  the  CMC  (MMOA  arid  MMEA) 
to  determine  a  Marine's  eligibility  for  assignment  and  to  monitor  unit  personnel 
strengths.  The  DSC  identifies  Marines  who  are  scheduled  for,  serving  on,  have 
completed,  or  who  are  not  scheduled  to  participate  in  future  deployments  of  at 
least  5  months  duration."  Again,  this  is  a  piece  of  information  collected  about 
individuals  which,  if  sorted  by  unit,  may  give  information  as  to  the  impact  of 
OPTEMPO  within  that  unit  or  community. 


Before  looking  at  the  Units,  let  us  examine  the  definition  of  each  code  n. 
DEPLOYMENT  STATUS  CODES 

Code  Description 

blank  Unknown  DSC  is  reported  if  a  Marine  just  joined  an  FMF  unit 

0  No  deployments*  completed  and  Not  scheduled  for  deployment 

1  Scheduled  for  or  serving  on  first  deployment 

2  Completed  first  deployment ,  and  not  scheduled  for  any  future 
deployments  at  this  time. 

3  Completed  first  deployment,  and  is  scheduled  for  or  serving 
on  second  deployment 

4  Completed  second  deployment,  and  not  scheduled  for  any 
future  deployments  at  this  time. 

5  Completed  second  (or  greater)  deployment,  and  is  scheduled 
for  or  serving  on  third  (or  greater)  deployment 

6  Completed  third  (or  greater)  deployment,  and  is  not  scheduled 

for  any  future  deployments  at  this  time. 

*Note:  The  term  "deployment"  in  these  definitions  refers  to  periods  of  5 
consecutive  months  or  more. 
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The  following  is  a  profile  by  actual  manpower  numbers  and  percentages  for  each 
DSC  code  within  each  of  the  eight  units 


Manning  bu  Deployment  Status  Code 


Unit 

0 

1 

2 

3 

4 

5 

6 

VMA(AW)-224 

2 

22 

15 

57 

30 

41 

9 

S 

1 

13 

9 

32 

17 

■;.-r 

5 

% 

VMA(AW)-533 

1 

58 

4 

93 

3 

22 

2 

% 

"*!  *4 

•"i 

jL 

50 

') 

12 

1 

% 

VMA-331 

18 

0 

134 

0 

17 

0 

1 

% 

1  1 

79 

10 

% 

VMA-231 

16 

185 

1 

5 

2 

4 

0 

%_ 

8 

87 

9 

1 

•O 

o 

% 

2d  Battalion,  8th  Marines 


2d  Battalion,  4th  Marines 

20 

733 

26 

329 

21 

10 

2 

%  2 

64 

'I 

<2 

29 

o 

i 

$ 

3rd  Battalion,  2d  Marines 

6 

1 

465 

3 

259 

0 

18 

%  1 

63 

34 

2  % 

*  1st  Battalion,  2d  Marines 

123 

146 

198 

90 

171 

21 

60 

f  15 

!  8 

24 

1 1 

9  4 

~r 

7  $ 
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UNIT  -  DATE  CURRENT  TOUR  BEGAN 


Date  Current  Tour  Began  is  the  date  that  an  individual  joined  the  unit.  Listed 
below  is  tiie  assignment  date  of  the  individual  that  has  been  there  the  longest  and 
the  one  who  has  been  there  the  shortest  period  of  time.  The  third  column  is  the 
length  of  time  to  date  for  the  tour  of  the  Marine  who  has  been  in  the  command  the 
longest.  An  average  length  of  service  within  the  command  or  "Unit  -  Date  Current 
Tour  Began"  may  be  instructive  here  but  it  is  not  yet  available. 


ASSIGNED  TO  THE  UNIT 


UNIT 

LONGEST 

SHORTEST 

LONGEST  TOUR 

VMA(AW)-224 

800517 

900105 

1 0  yrs 

VMA(AW)-533 

780405 

891207 

1 2  yrs  1  rno 

VMA-331 

800229 

900113 

1 0  yrs  3  mo 

VMA-231 

010407 

891221 

9  yrs  1  mo 

2D  BATTALION,  QTH  MARINES 

(NO  DATA) 

2D  BATTALION.,  4T'H  MARINES 

8303 1 1 

891230 

7  yrs  2  mo 

1ST  BATTALION,  2D  MARINES 

820802 

900 i 09 

{ yrs  9  mo 

3RD  BATTALION,  2D  MARINES 

830329 

890725 

7  yrs  2  rno 

COLLECTIVE  INDIVIDUAL  QFTEHPQ  DATA  -  AN  ANALYSIS 


in  the  past  few  pages  we  have  looked  at  two  types  of  data,  unit,  statistics 
and  ms  information  about  individuals.  Additionally  we  have  made  some  unique 
unit  correlations  of  the  MMS  data.  Our  objective  is  to  find  a  method  of  flagging 
an  area  of  potential  personnel  problems  resulting  from  high  ur it  OPTEMPO.  We 
have  intentionally  looked  at  deploying  units  which  will  be  most  at  risk  for  this 
type  of  phenomenon 

The  first  set  of  data  was  unit  statistics  detailing  the  number  of  days 
deployed  over  a  2  year  period.  This  information  put  figures  to  a  simple  fact  of 
life  in  the  flanne  Corps,  "being  in  the  RIF  is  being  on  the  road.”  There  was  some 
spread  in  the  actual  number  of  days  deployed  by  unit  arid  by  community,  arid  some 
variation  as  to  the  use  of  detachments.  All  were  quite  busy,  however,  with  an 
average  of  over  300  days  deployed  in  a  two  year  period.  While  it  is  interesting 
that,  there  is  no  routine  method  of  compiling  this  type  of  information  at  a  level 
beyond  the  major  command  level,  this  data  appears  to  slittle  light  on  just  how  the 
fast  training  pace  actually  effects  individuals  in  a  command.  Are  there  sufficient 
individual  Marines  rotating  through  the  unit  to  offset  adverse  personal  effects 
caused  by  a  high  OPTEMD0?  At  face  value  a  comparison  of  these  unit  statistics 
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simply  doesn't  go  far  enough  toward  answering  this  type  of  question  or 
determining  when  individuals  of  certain  units  or  communities  are  bearing  more 
than  their  fair  share  of  the  OPTEMPO  burden 

The  next  set  of  statistics  dealt  with  individual  data  compiled  by  unit. 

Average  Accumulated  Deployed  Time,  Manning  Profile  by  Deployment  Status  Code, 
and  Unit  -  Date  Current  Tour  Began  In  each  case  we  compiled,  averaged,  or  sorted 
the  data  about  individuals  by  unit,  attempting  to  gain  insight  into  those  which 
may  require  OPTEMPO  adjustment  or  closer  management. 

Our  first  attempt  was  to  average  accumulated  deployed  time  witnin  the  unit 
The  numbers  were  surprising  in  that  analyzing  them  by  unit  provided  very  little 
insight  into  the  broad  impact  There  were  Marines  in  the  unit  with  only  1  day  of 
accumulated  deployed  time,  and  there  were  some  with  up  to  364  days,  but  no 
more.  The  minimum  numbers  indicated  only  that  there  were  people  in  the  unit 
that  had  just  started  accumulating  deployed  time  toward  their  next  DAtJSDR. 

There  was  no  way.  however,  to  differentiate  between  individuals  who  were  fresh 
recruits  working  for  their  first  control  date,  and  senior  Marines  who  had  been  on  3 
or  4  unit  deployments  -  recently  updated  their  DAtJSDR  for  the  third  time  -  and 
were  too  critical  tu  the  unit  tu  be  transferred  In  any  particular  snapshot  of  the 


20 


data,  they  both  would  have  a  small  amount  of  accumulated  deployed  time  At  the 
other  end  of  the  spectrum  were  Marines  with  high  numbers.  Similar  to  individuals 
from  the  previous  group,  an  individual  with  high  numbers  may  have  been  in  the 
unit  for  2  years  or  10.  He  was  simply  at  a  point  in  the  accumulation  of  deployed 
time  at  which  he  was  just  about  to  update  the  DAUSDR  control  date  in  the  MMS 
system.  With  the  minimum  and  maximum  numbers  clarified,  it  is  easy  to 
understand  that  without  changing  the  method  of  recording  the  ADT  data,  simple 
averaging  is  essentially  meaningless  for  our  purposes.  While  "Average 
Accumulated  Deployed  Time"  sounds  like  precisely  the  information  we  are 
seeking,  in  actuality  unit  analysis  of  this  particular  bit  of  information  (from  data 
as  it  is  currently  recorded  in  the  MMS)  is  of  very  little  value. 

Another  part  of  our  analysis  of  individual  data  was  8n  examination  of  the 
Date  Current  Tour  Began  with  a  view  toward  gaining  insight  into  just  how  long  a 
Marine  was  assigned  to  a  unit.  From  the  data  we  can  generalize  that  Marines  in 
ground  units  are  usually  assigned  for  a  shorter  period  of  time  While  we  were  not 
yet  able  to  get  the  actual  average  time  within  a  unit  (information  to  follow),  it  is 
clear  from  the  look  at  those  assigned  the  longest  that  there  is  a  significant 
difference  between  aviation  units  (Marine  assigned  the  longest  -  averaged  10 
years,  4  months)  and  ground  units  (Marine  assigned  the  longest  -  averaged  7  years, 
4  months). 
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The  Date  Current  Tour  Began  represents,  however,  only  the  amount  of  time 
assigned  to  that  particular  unit.  It  is  possible  to  move  from  battalion  to 
battalion  or  squadron  to  squadron  and  continue  to  deploy.  In  such  a  case  the 
Marine  may  go  on  two  deployments  with  one  unit  accumulating  360  days,  arid  if  he 
is  subsequently  assigned  to  another  deploying  unit  within  tne  FMF,  the  Date 
Current  Tour  Began  will  show  that  hr;  has  only  recently  joined  the  unit.  His 
accumulated  deployed  time,  however,  will  be  high  and  continuing  to  build.  Again, 
this  information  is  interesting,  and  while  it  may  give  us  a  clue  as  to  where  the 
chances  are  greater  for  the  existence  of  a  high  individual  QPTEMPO,  it  is  not 
productive  as  a  positive  indicator. 

The  analysis  with  the  most  potential  without  changing  any  collection 
methods  is  clearly  the  Unit  Manning  Profile  by  Deployment  Status  Code.  For  ease 
of  reference  let  me  repeat  the  previous  data  using  only  percentages. 


Unit 

VMA(AW)-224  % 

Mannina  Profile  by  Deployment  Status  Code 

0  1  2  3  4  5  6 

1  13  9  32  17  23  5.3 

VMA(AW)-533  % 

3.7 

2  50 

2  12  13 

VMA-33!  % 

1  1 

79 

10  3 

VMA-231  % 

3  87 

1  2  0  3 

2d  Battalion,  8th  Marim  s 

* 

2d  Battal  ion,  4th  Marines  % 

2  64 

2  29 

2  1  3 

3rd  Battalion,  2d  Marines  % 

1 

s:  'T 
»J  -2 

34  2  5 

1st  Battalion,  2d  Marines  % 

15  16 

24  1  1 

21  3  7  ; 

What  can  sve  determine  about  the  eight  units  from  this  data  (Note:  DSC  code 
definitions  are  located  on  page  1 1)  I  will  frame  the  analysis  around  a  generally 
accepted  goal  of  retcining  a  Marine  in  a  unit  until  he  has  completed  two  major 
deployments  and  then  transferring  him  to  a  non-deployable  unit  for  a  rest. 

Analysis  of  the  DSC  profile  indicates  that  VMA(AW)-224,  over  and  above  all 
others,  is  clearly  in  the  danger  zone  with  regard  to  OPTEMPO.  The  unit  is  staffed 
with  23%  Code  5's,  those  who  have  completed  or  will  complete  3  or  more  straight 
deployments  and  are  scheduled  for  the  next  one.  An  additional  22%  are  defined  as 
either  Code  4  or  6  (completed  two  or  more  deployments  and  not  scheduled  for 
future  deployment)  With  the  high  incidence  of  Code  5's,  I  believe  that  further 
study  would  support  a  finding  that  there  is  a  high  correlation  between  this  22% 
Code  4/6'i  and  attrition  from  the  Marine  Corps  by  reason  of  objecting  to  high  unit 
OPTEMPO.  The  ability  to  make  this  observation  alone  validates  the  merits  of  this 
methodology  as  an  indicator. 

Another  observation  is  that  there  is  a  clear  difference  between  groups  The 

two  A-6E  squadrons  in  MAG- 14  (224&5T3)  have  a  high  incidence  uf  lode  5's 

Meanwhile  the  two  Harrier  squadrons  in  HAG-32  t331  &231)  are  m  -nned  in  such  a 
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fashion  that  90%  and  95%  (respectively)  of  the  manpower  within  the  unit  are  Code 
2  or  less.,  have  completed  but  one  major  deployment  and  are  not  scheduled  for 
another  This  clearly  has  implications  for  the  decision  maker.  There  may  be  an 
explanation  for  this  apparent  disparity  arid  indeed  conversations  with  the 
commanding  officers  of  these  two  Harrier  units  indicate  that  they  are  exceedingly 
busy  with  multiple  detachments .  Also,  it  is  true  that  the  situation  may  change  as 
Harrier  squadrons  begin  the  Unit  Deployment  Program  again.  There  is,  however, 
sufficient  disparity  to  warrant  further  examination  and  the  possibility  of  a 
manning  or  operational  change  for  the  units  involved.  Again,  the  DSC  profile 
shows  utility  as  a  management  tool. 

Similarities  in  the  profile  of  two  units  in  the  2d  Marines  is  further  support 
for  the  accuracy  of  this  data  os  an  indicator.  Consistency  in  the  manning  profile 
indicates  close  personnel  management  with  98%  and  90%  (respectively)  Code  4  or 
lower,  thus  meeting  with  our  guideline  assumptions.  While  the  similar  profiles 
within  the  regiment  indicate  consistency  in  manning  policies,  deviations  between 
groups  and  regiments  cause  a  question  as  to  whether  differences  in 
interpretation  of  the  rules  governing  an  assignment  of  DSC  codes  may  exist.  For 
example,  What  does  the  phrase  "not  scheduled  for  any  future  deployments 
at  this  time’  mean  to  the  administrator  who  will  input  the  DSC  code  into  the 
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fins  system?  Does  it  mean  the  Marine  is  being  separated  from  the  Corps  prior  to 
the  next  deployment;  or  the  Marine  is  being  transferred  prior  to  the  next 
deployment;  or  the  unit  is  not  operationally  scheduled  for  a  major  deployment  in 
the  foreseeable  future?  It  may  mean  any  or  all  of  these.  This  indicates  some 
reason  to  recommend  further  study  of  our  application  of  DSC  Codes  with  a  view 
toward  verifying  interpretation.  Such  a  study  along  with  expanded  utilization  of 
the  Unit  Manning  Profile  by  Deployment  Status  Code  may  produce  a  rationale  for 
expanding  the  Code  system. 


If  our  goal  is  to  transfer  troops  after  the  second  major  deployment,  then  it 
would  appear  that  as  many  Marines  as  possible  should  be  code  4  or  less.  Four  of 
the  eight  units  analyzed  fall  into  this  profile  with  98$.  Three  units  have  10$  or 
more  code  5  and  6,  and  in  the  case  of  VMA(AW)-224  it  is  26$.  In  this  particular 
profile  I  believe  the  percentage  of  Code  5's  is  the  data  to  key  on  for  identifying 
units  that  are  manned  with  individuals  that  are  being  excessively  tasked,  and  for 
understanding  just  what  is  going  on  with  personnel  assigned  a  Code  4.  In 
VMA(AW)~224's  case  with  23$  code  5,  there  is  a  good  chance  that  a  large  number 
of  the  17$  Code  4's  represent  attrition.  This  can  be  contrasted  with  the  case  of 
1st  Battalion.  2d  Marines  with  21$  Code  4's  but  only  3$  Code  5.  In  that  case  it 
seems  reasonable  to  expect  that  tlu-  high  number  of  Code  4's  represents  effective 
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accomplishment  of  our  goal  of  transfer  prior  to  the  third  deployment  vice 
attrition. 

CONCLUSION  AND  RECOMMENDATIONS 

As  discussed  at  the  outset,  there  is  reason  to  believe  that  the  operating 
tempo  of  FMF  units  within  the  Marine  Corps  is  becoming  an  obstacle  to  retention 
and  may  be  effecting  morale  in  some  units  With  a  possible  cut  back  of  land  based 
forward  deployment  sites  in  the  future,  it  is  also  likely  that  the  OPTEMPO 
required  of  Marine  FMF  units  will  remain  unchanged  or  perhaps  increase  in 
response  to  increased  demand  for  sea  based  units  from  the  various  CINC's. 
Mechanisms  used  to  control  the  adverse  impact  of  OPTEMPO  upon  individuals  (eg. 
DAUSOR,  Date  Current  Tour  Began,  etc.)  were  developed  prior  to  the  advent  of  the 
Unit  Deployment  Program.  While  they  are  still  effectively  used  for  individual 
assignment  purposes,  there  is  no  system  which  presently  gives  visibility  to  the 
collective  impact  of  OPTEMPO  upon  individual  Marines.  In  other  words,  while  one 
can  call  up  a  Marine's  name  in  the  MMS  to  find  out  his  current  deployment  status 
and  determine  the  amount  of  time  that  particular  Marine  is  spending  on  the  road, 
no  system  exists  from  which  one  can  generalize  about  collective  individual 
OPTEMPO  within  the  Marine's  unit,  a  group  of  units,  or  an  entire  MOS  community. 
An  effective  management  tool  is  missing 


Unit  analysis  of  individual  data  in  the  MMS  system  can  provide  this  link.  The 
software  methodology  to  accomplish  these  comparisons  were  developed  within 
the  Manpower  Department  at  Headquarters  Marine  Corps  (Code  MIS)  in  response  to 
this  study.  The  concept  of  Average  Accumulated  Deployed  Time  by  unit  can 
provide  useful  insight,  however,  it  would  require  the  following  relatively  simple 
change  to  our  method  of  recording  the  data.  Instead  of  zeroing  out  the 
Accumulated  Deployed  Time  each  time  a  Marine  achieves  360  days,  continue  to 
update  the  DAIJSDR  at  each  360  day  interval,  but  continue  to  build  the  deployed 
day  tally  until  the  Marine  is  transferred.  With  this  simple  change,  the  system 
will  allow  for  an  accurate  unit  analysis  showing  a  real  average  for  the  total 
amount  of  Accumulated  Deployed  Time  being  experienced  by  Marines  within  that 
unit,  that  group,  that  MOS,  or  that  skill  community 


The  most  promising  analysis,  that  can  be  effected  without  any  change  to  a 
method  of  collecting  data,  is  a  comparison  of  Unit  Manning  Profiles  by  Deployment 
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Analysis  based  on  the  percentage  of  Cuue  5’s  within  a  unit  has  merit 


as  an  exceptional  indicator  It  also  seems  likely  that  there  are  other 
relationships  that  can  be  developed,  such  as  the  probability  that  units  having  a 
high  percentage  of  Code  5’s  also  have  high  attrition  factors  in  Code  4  s  and  6‘s. 


27 


It  is  recommended  that  a  minor  adjustment  be  made  to  ADT  recording  and 
Average  Deployed  Time  be  promulgated  by  Unit  as  a  management  tool. 
Additionally,  it  is  recommended  that  promulgation  of  a  Manning  Profile  by 
Deployment  Status  Code  be  endorsed.  Complete  study  of  relationships  in  this 
profile  may  increase  its  potential  as  a  management  tool  and  accrue  even  more 
benefit  for  individual  Marines  and  the  families  of  Marines  assigned  to  high  tempo 
units. 
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NOTES 


1.  Reference  an  article  titled  "OP  TEMPO  Foils  Corps  Career  Planners  Work" 
on  page  4  of  the  1 1  September  issue  of  the  Navy  Times. 

2.  Reference  multiple  telephone  conversations  during  November  1989  wUh 
experts  in  the  Manpower  Department  at  Headquarters  (LtCol  Rich  England,  and  Maj 
John  Curry,  and  Maj  Campbell). 

3.  Reference  the  author's  field  experience  as  an  executive  officer  and 
commanding  officer  of  a  deployable  A6E  squadron  in  the  Second  Marine  Aircraft 
Wing  from  1985  through  1989. 

4.  Commanding  General  2d  Marine  Division  message  to  the  Commanding 
General  Fleet  Marine  Forces  Atlantic  (020001  Dec  1989  -  unclassified).  The 
entire  text  of  the  message  is  attached  as  Appendix  B. 

5.  Author's  opinion. 

6.  A  copy  of  one  of  the  6  requests  for  information  from  major  CONUS 
commands  (all  letters  were  similar)  8nd  copies  of  all  of  the  responses  are 
attached  as  Appendices  C  and  D. 

7  A  copy  of  the  letter  requesting  information  from  Headquarters  Marine 
Corps  along  with  the  response  is  attached  at  Appendix  E. 

8.  A  copy  of  one  of  the  letters  requesting  information  from  the  eight 
selected  units  and  all  responses  received  are  attached  as  Appendix  F.  Information 
appearing  in  the  data  which  can  not  be  found  in  the  responses  was  received 
directly  from  the  unit  by  phone. 

y.  A  copy  of  the  three  computer  outputs  forwarded  from  Headquarters  Marine 
Corps  Manpower  Department  (Code  MIS)  are  attached  as  Appendix  G. 

10.  The  pertinent  page  (ADT)  from  MCO  Piost>.js(PR!M)  attached  as  Appendix  H. 

1 1.  The  pertineni  pages  of  MCO  P^s^stPRIM)  is  attached  as  Appendix  I,  wPh 
complete  definitions  of  Deployment  Status  Codes. 
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D.  Responses  to  the  letter  requesting  information  from  major  commands. 

-  Letter  from  Lt  Col  Manning  (FMFLant  G-l)  to  LtCol  J  L.  Whitlow  dated  10 
January  1990. 

-  Letter  from  Commanding  General,  Fleet  Marine  Force  Pacific  (signed  "by 
direction")  dated  1 1  January  1990. 

-  Letter  from  Commanding  General,  2d  Marine  Aircraft  Wing,  (undated)  with 
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requesting  information  (letters  to  all  of  the  remaining  7  selected  units  were 
identical).  Also  attached  are  all  of  the  written  responses 

G.  Three  Computer  outputs  from  Headquarters  Marine  Corps  (Code  MIS) 

-  "Active  Deployment  Time''  -  Computer  analysis  dated  25  Jan  1 990 

-  "Date  Current  Tout  Began"-  Computer  analysis  dated  25  Jan  1990 

-  "Table  of  Unit  Data  by  Deployment.  Status  Code"  -  Computer  analysis  dated 
February  1990 

H.  Excerpt  from  MCOA^PRIM)  page  8-7  (Accumulated  Deployed  Time) 

!  Excerpt  from  MCO^fpRIM)  page  8-87  (Deployed  Status  Code) 
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POINT  PAPER 


16  April  1990 

Subj:  A  Method  for  Collectively  Measuring  the  Operating  Tempo  of  Individuals 
in  Marine  Corps  Units  -  Why  and  How 

Ref:  (a)  Study  under  the  subject  title  conducted  at  the  Air  War  College  April 
1990  -  Available  upon  request 
(b)  CG  2d  MARDfV  02000  M  Dec  89 

1.  Background.  As  detailed  in  reference£a)high  OPTEMPO  is  increasing  named  as  a 
cause  for  retention/morale  problems.  FMF  Commanders  are  showing  concern,  as 
evidenced  in  reference#)!.  With  reductions  in  Army  Forward  deployment,  demands 
for  sea  based  Marines  will  continue  to  drive  a  high  training  and  operating  pace. 
There  is  no  current  Marine  Corps  system  to  provide  insight  for  the  senior 
commander  into  the  collective  impact  of  high  OPTEMPO  upon  individuals 

2  Discussion. 

-  Present  systems  do  not  provide  sufficient  feedback  or  insight 

—  Separation  Survey  -  feeds  straight  to  CMC 

Little  automated  feedback  for  FMF  commands 
---  Administration  of  SS  has  been  poor  (data  questioned) 

—  No  other  "cross  the  board"  systems  (some  local). 

-  Individual  control  mechanisms  are  inadequate 

—  DAUSDR  originated  prior  to  UDP 

— -  No  protection  against  continuous  6  month  deployments 
--  in  fast  paced  UDP  cycle  "Date  Current  Tour  Began”  doesn't  mean  stability 

-  CG's  increasingly  unable  to  slow  the  pace  (hi-vis  operations,  hard  requirements 
fGr  training  prior  to  deployment) 

-  Need  system  to  provide  insight  for  senior  decision  makers 
3.  Recommendation.  Unit  analysis  of  individual  MM5  data 

-  Most  promising  is  Unit  Manning  Profile  by  Deployment  Status  Code 

Percentage  of  Code  5's  is  a  key  indicator 
— -  Definitions  and  Sample  on  next  page 
—  Many  profile  relationships  to  be  studied 

eg.  high  percentage  of  Code  5's  vs  high  attrition,  low  morale 

-  Unit  Average  Accumulated  Deployed  Time 

--  Requires  change  iri  recording  ADT. 

Continue  to  update  DAUSDR  at  360  days,  but  don't  zero  ADT  on  update 
--  High  potential  for  simple  analysis 


DEPLOYMENT  STATUS  CODES 


v  Code 
blank 
0 
1 

2 

\ 
w 

4 

5 

6 

*Note:  The  term  "deployment"  in  these  definitions  refers  to  periods  of  5 
consecutive  months  or  more. 


REAL  WORLD  EXAMPLE  ACCURATE  AS  OF  FEBRUARY  1990 


Unit 

VMA(AW)-224 

oh 

.*> 

Mannina  Profile  bu  Deoloument  Status  Code 

0  1  2  3  4  5  6 

1  13  9  32  17  23  5  % 

VMA(AW)-533 

•V 

.'0 

32  2 

50  2  12  1  % 

VMA-331 

% 

1  1  79 

1  0  A 

VMA-231 

% 

8  67 

2  1  2  0  % 

2d  Battalion,  8th  Marines 

* 

2d  Battalion,  4th  Marines 

;o 

2  64  2 

29  2  i  S 

3rd  Battalion,  2d  Marines 

•n 

?b 

1  63 

34  2 

1st  Battalion,  2d  Marines 

4 

1 5  i  8  24 

1  i  21  3  ,4 

Description 

Unknown  DSC  is  reported  if  a  Marine  just  joined  an  FMF  unit 
No  deployments*  completed  and  Not  scheduled  for  deployment 

Scheduled  for  or  serving  on  first  deployment 

Completed  first  deployment ,  and  not  scheduled  for  any  future 

deployments  at  this  time. 

Completed  first  deployment,  and  is  scheduled  for  or  serving 
on  second  deployment 

Completed  second  deployment,  and  not  scheduled  for  any 
future  deployments  at  this  time. 

Completed  second  (or  greater)  deployment,  and  is  scheduled 
for  or  serving  on  third  (or  greater)  deployment. 

Completed  third  (or  greater)  deployment,  and  is  not  scheduled 

for  any  future  deployments  at  this  time. 
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cg  second  MAW 
CG  F UUk  Th  MEo 
SECOND  SkI  GROUP 


I KMf  0 1  A  (F.  KOoTiNt 
t  mnooiz  DEC  6v  P S«M  7j7VobJ3t) 

Fm  CG  StCUWu  MAKL'iV 

T (J  CG  F MpL,‘l>'i T 

I NF  U  CG  II  MCF 
CG  SUTh  Mtb 
■CG  SECOND  FbSG 

/ 

BT 

JJNCL A.S  //V)U»0t>// 

ISUOJ:  OPS  It^MU / 

‘U - — - 

A.  CG  FMfLA'II  yBlP'JOZ  'tiUV  69 

a.  CU  20  HARD  I  V  1>»01«2Z  NOV  69  InOTAL) 

1.  RfcF  A  PtwuCbltn  MtCU*-'AL''lU«Tli‘,NS  FOCUSED  ON  C ANCELLAT  I uN  OR 
REDUCTION  Or  CURRENT  A’iO  FUTURE  ACTIVITY  LEVELS. 


i.  „  'i  y  Cri  <CUkr.  t  <i<  V  1 1  w  3  i.  Oil  Ct  MM  I  Mi,  DIVISION  OPTLMMO  ARE  EXPRESSED 
In  rY  titSoAoc  f--'  -iY  C o8’*1' > a!‘»u t h b ,  hEF  H.  P*kOm  mY  PERSPECTIVE,  THE 
N  f-  G  A  T  IVl  IMPACT  1  IF  IHL  PhtStnl  PACE  IS  0 1  sCLRn  1  tILt  IN  THE 
r  o*in&  cm rEGvjR its : 

A.  F.FFLCi  j'l  a.jrmLE  AND  f  Am  I L  Y  CUHtSIVENtSS  PRODUCED  BY 
REPEATED  And  SUSTaTnFJd  Dr  PLUYHtuT  PfcRIUOS. 

R.  Dt-Gn  AI' AT  I JE  OF  MAINTENANCE  K6AOINES3  FROM  INCREASED 
EQUIPMENT  USAuE  amD  CORRESPONDING  Pt-DUCTIUNS  OF  MAINTENANCE 

uppuriunI  rits- 

C.  M**ZARl' I •<&  THE.  AoIHIY  OF  PLATOON  AND  COMPANY  SIZE  UNITS  TO 
TRAIN  To/.mKu  oAoK  TACUCAL  PRuFICILNCY  BECAUSE  UP  THEIR  LEADERS' 
EnFURCEu  FOCUS  ON  "HIGH-LEVEL"  UR  "SPECIAL"  EXERCISES  AnD 
TRAINING  PE  QU 1  RE  MEM TS . 

i 0,  CiiAh&cS  In  PRIORI  I  ItS  wilHHUT  CORRESPONDING  FUNDING 
MQDIF ICaTI  MjS  *1LI  REQUIRE  REPRUGRAhMIMG  OF  BUDGETARY  COSTS. 


5.  PEVlE.i 
ACTIVITIES, 
A .  IT 
i  F .  G  •  Du  F‘  f 


OF  Tiifc  DIVISION  TEtP  IS  UN&OING  IN  AN  EFFORT  TO  REDUCE 
BUT  SO  far  « 1 T H  MARGINAL  RESULTS: 


IS  P t C o G •  ’ I lX-\J 
Lf  e>F  AND  ,’JtC-F 


THAT  T riE  MAJuR  RL 
UCUSLU  ExEkCISES) 


CURBING  OPTEMpU  EVEN 
hESULT  FROM  higher 


r  r« 

i  o 


WALUC5) 


IMFu  ffJH  CG  SECOND  MA,»(10) 


KAO  Ji  1 J  *rc  1  T"l"H  n  Cil  i 11  in  mG-4  12  j  1/J&  * j) 

teoCL}  voSeCCH/ 


-3C3)  3/u367 


wbSS<\!  ytsAt-ytf)  coPfVC>C|3us 
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PQLITiCAL/HILITaRY  i)£CISIU.\iS.  CONCRETE  HECUMHENOAT IONS  FUR 
REACTIONS  WOULD  KEdUIRE  HIGH-LEVEL  SUPPORT. 

.  The  RELATIVE  INhREwUENCT  of  JCS/CINC  OIkECTED  EXERCISES 
Ct.  .  OCEAN  Vt'NrURE/SULlU  SnltLU)  DIMINISH  THE1K  UPTEMPU  IMPACT. 
HOWEVER,  AS  THE  OBJECTIVES  UF  THESE  TYPES  OF  EXERCISES  FOCUS  UN  C3I 
And  joint  interoperability,  troop  participat IUN  in  what  essentially 
ARE  "SCRIPTED"  SCENARIOS  IS  NUT  REQUIRED  NOR  RECOMMENDED.  MANEUVER 
ELtMENTs  CAN  EFFICIENTLY  tit  kEPKESEn TED  HY  COMMAND  ELEMENT  "CELLS" 

in  a  tcat  environment. 

C.  HIRn-COST  TRAINING  DEPLUYnEnTS  10  GEOGRAPHICALLY  DISTANT 
AREAS  OESEkvE  PARTICULAR  SCnUIInY; 

Cl)  CAX'S  ARE  A  PRINCIPAL  OPPORTUNITY  TO  EXERCISE  A.*D 
VALIDATE  OUR  M  A  G  T  F  DOC T R I^t I  dUT  ALSO  COST  FMFLANT  UNITS  MURE, 
PARTICULARLY  IN  TuT/TOP,  1  H  an  awY  OTHER  TRAINING  EVENT.  IF  FUTURE 
FUNDING  AND  END-STRENGTH  REDUCTIONS  ARE  AS  SEVERE  AS  ANTICIPATED,  AN 
ALTERNATIVE  RECUHMENOATIuM  maY  o£  ^ARRANT tD ;  CONDUCT  FMFLA.NT  CaX'S 
AS  TEAT'S  viIIr  C?  CELLS  RtPKESEN T 1  wb  MANEUVER  ELEMENTS.  ALTHOUGH 
SUBSTANTIAL  SAVINGS  IN  FUNDS  AND  Dtr LuYmEnT  U*E  wOULD  bt  REALIZED/ 

I  AM  CONCERNED  THAT  OuR  InFANIRY  dN  MARINES  RUUlD  UNFORTUNATELY  BE 
DEPRIVED  JF  SuPERb  DESERT-UN IuuE  TRAINING  OPPORTUNITIES.  FURTHER, 

OUR  marines  WOULD  NUT  EXPEnIE^CE  THE  VISUALLY  IMPRESSIVE  LIVE-FIRE 
FFFbCl  UF  JUR  A  IP/ GROUND  TEAM.  EXPtCTED  MOnETAkY  SAVil'GS,  HOmEVEK, 
AND  The  AvAlLAf)  IL1  T  r  OF  LUCAL  AND  PrtOX  I..|A  Tt  INFANTRY  kEAPUNS  RANGES 
APPPruCHlMS  Those  RESIDENT  A[  mCAGCC,  make  UUR  ALTERNATIVE  PRUPuSAL  , 
aURk aflf .  ADDITIONALLY,  in  ORDER  10  Gain  full  value  from  £ALH 
budgeted  evolution,  «e  should  consider  expanding  lax  test's  to 
■■•tP  ‘tVEL  FIRE  SUPPORT  CUUkU  In  A I  1  UN  EXERCISES.  ALL  TRADITIONAL  FIRE 
Si  :'T  SYSTEMS,  IMCLUNIhG  TanKS  AND  ICmS,  „OULO  STILL  bE  FuLLY 
RF_.  ..SEN  TED.  This  CHANGE  ^OuLD  DjUoLE  THE  OPPORTUNITIES  FOR  COMMAND 
AND  CO'iThijL  -II  tu'J'jAR  I  t*S  10  COliKDiNATE  LIVE  F  I Rc.  SUPPORT  AND  PRJViUE 
vAU-Acl.E  I  NAIM -HI  UjkA^US  i.iUR  GOAL  <jF  "|kAI*v  AS  NL  nILL  FlGnT", 

U)  M..T  Ts  Rt  CTHMENUtD  TO  HE  CONTINUED  AT  PRESENT  FREQUENCY 
AND  FliPCF.  LLVlLS.  I  H  L  ‘  1  R  A I N 1  im  G  IS  tSSENTlAL  10  MAINTAIN  FUNDAMENTAL 
LEVELS  C'F  ARCTIC  A.'u  -IOUnIaIn  ExPL^HSF.  P£wUIKED  &v  EXISTING  CONPLAnS 
and  THE  GRiThIivG  I'"P|JR  1  ANCt  OF  LlC. 

(3)  The  A'.NDAL  hE  v“U  ALt  a  F'UP  ?D  TANK  BN,  INVOLVES  AN  6-wlEk 
DEPLOYM£;f.iT  T ■  i  FT.  PICkEit,  vA,  AT  A  TOTAL  CuST  OF  32E  K.  THIS 
fiXERClSE  CAiv'bC  CANCELLED  DURING  IhuSE  YEARS  ,»HEN  NUN- A v A IL A B I L 1 T Y  UF 
Infantry  bM'S  require  sChtuULiNu  uF  a  Tank  on  cax.  tank  on  *  • 

CAN  EXECUTE  ALL  INDIVIDUAL  a  mj  CKt^’  Ct«  I  IFluA  T  IUN  REQUIREMENTS 
ft  T  29  PALriS.  TmF.  PROJECTED  dl-ANsvUflL  SAVINGS  Tu  the  Dlvisiuri  ARE 
bxP’ECTEU  TO  E  SIGNIFICANT, 

m  txpRLSS  S»<uKD  is  A  SEMI-ANNUAL  FIRING  EXERCISE  CUNuUCTED 
ti Y  10TH  **1 A R I N t S  at  f- T  N.L.,  INVOLVING  fa  WEEKS  uF  DEPLOYMENT 

TIM.  A  Ji;  i*  y  4  *,  in  TuTAL  COSTS.  I  BELIEVE  ONE  EXERCISE  CA.m  dt 
C  CJ  m'h  1 1\  £  D  .<I|h  0  T  N  (■  *i  I  K  « 1  n  i .  / 1 1  <*  j  I  HUD  1  LtE  l-R  AD  I  Ng  Cl'HBftT  READINESS. 

THE  wtMAInI.iG  E  a  F  R  C I  S  E  CuULu  Gt  m.j^E  PK0F1TahlY  CONDUCTED  AT 
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VIEQUES*  pR,  IF  OpPOR  fUrtt  UK  SCHEDULED  USH  LI-FT  IS  AVAlLAULE.  THE 
li'jF.AALL  Kti.'UC  ri'J^  f  Uk  Tt-hTii  MaK  iOulO  APPROXIMATE  QnE  MmJUR 

ijyMtuT  PER  uN-UUi'..  I  hIS  INITIATIVE  APPEARS  FEASIBLE  bUT  REQUIRES 
.  kAM  SUPPORT  DjPlfJU  uu  Ah  T  t^L  Y  ELT  S*tu  CONFERENCES. 

U.  I'  I  v  I S  l  *  *'<  PART  IF  IP  A  I  1 1 i.N  Ar'iPfila  luUS  TRAINING  CENTERS  ON  T  rt£ 
UUAPTtPLT  TCAl,  REQUESTED  uaT,  A\,D  SCriEuULED  SPuYtX'o;  NO  REDUCTION 
IS  HECUfcf,,t'»»jED.  -U  iMij'IGH  ALL  THREE  fc  v  ENT  S  SUFFtR  FROM  "LAST  MINUTE" 
SHIP  AVtlLAeTLUY  CmA.iGlS*  **b  FULLY  SUPPORT  ThIS  TRAINING  TO  MAINTAIN 
DuR  AM'|!  IjI  jus  •<P»\ni'Vt..)S  a.j,i  10  ACHIEVE  CER  T  [r  ICA  TUN  IN  OUR  EIRE 
SuPliJH  T  m  ■  4  O  AAV  CiJ,,,v*UmI  l  I  lfc.5  # 

F.  1r,r.  Rf’-Al.Ml'LR  IjF  UUK  T  EC.P  EvF.UlS  APE  INTERNALLY  Gt  NEK  AT  ED  J 
■MCCRES'  Tu  PklPTRE  AND  cVAluaTE  UilIIS  PkIuR  TU  Ui)P  AND 
LF6F  DEF  LuY-ituToJ  I  x  SPAS  tAtkClSES  T IJ  FAMILIARIZE  FREQUENTLY 
KOTATl-iu  STaFF  OFFICERS  mITh  UNIT  STAFF  PROCEDURES »  BILAT  EXERCISES 
•Tq  MAINlAl'i  REGi'JivAL  F  A  h  1 L I  Ah  1  L  A  T  1  ON  A.niD  ORIENTATION.  I  INTEND  TO 

CONTINUE  TfiL.SE  LVEOI'S.  ,  _ 

F.  AulU  T  IU. TALLY  *  Tilt:  t'KOPUbfc'D  PURCHASE  OF  PROPERTY  IN  THE,  SAkDY 
PUN  APp/\  ,tOUl.u  o  l  U'*  lF  1G  A  N  f  l  r  INCREASE  T  nE  NUtfot*  ijF  TRAINING 
OPPUR  I  "M  T  IeS  A ? j 0 A R D  CA.ip  LfcJEuNt.  PGRt  TRAINING  AREAS  NiLL  REDUCE 
UUR  TuT/TijP  CuSIS  Tu  SUpRl-»R  I  IRAInInG  ElSEa'MEkE.  I  FULLY  SUPPORT  THE 
PROPOSED  pUhCnAGC  r'f  The  SAui>Y  RUN  PROPERTY. 

u  #  X  f  ,  hi.i-iR'  AD  y  *  IT  uPPL^Ro  1  im  T  F.xTERdAl  COi/'Ij1  i  T  ME  NTS  uRIVt  DIVISION 
iip  t  h  .'Pit.  II  IS  ujT’t  T  T  h  A  T  Thfc  l*  1  I  h  I  SH 1  NG  IHREaT  OF  UUR  UlSTUKlCAL. 
/'DvtPSttH  Y  iiijO  TmF  i  h'jGi.iI  mi  hvALUATlUn  OF  GUP  F  jRh  AI<D“b  ASt  D  PRESENCE 
IN  |  h(l  PAClrlL  ./ILL  hti.ii/Ct.  t'D  >vi  A  k  ij  I  V  '  S  Cui'v^l  T'*iEnT  S  .  HOKE 
•Ju  AM  J  F  1  AoL  Y»  P  P  <\ i J  v  A l  OF  T  nt  kECURviEi.OA  T  1 UNS  VOICED  IN  PARA 

/  3  .  C  ( 1  I  ,  3 .  C  (  3  )  »  3.01^)  .-11x00.)  DEMONS  T  KAbL  Y  REINFORCE  UUR  EFFORT 
TCTpeIN  M  uP  TLi'iPij  .  FINALLY,  I  lDTc>D  10  RtDUCt  ALL  PLANNED  TEmT'S, 
PCX'S  AhD  CPx'S  Tj  A  LEVEL  CONSISTENT  ^ITh  OPERATIONAL  READINESS, 
n  T 
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DEPARTMENT  OF  THE  NAVY 
UNITED  STATES  MARINE  CORPS 
MARINE  CORPS  REPRESENTATIVE,  AIR  UNIVERSITY  (AUi 
MAXWELL  AIR  FORCE  BASE.  ALABAMA  3$1 12-5000 


I  j 


From:  LtCol  J.  L.  Whitlow,  U.S.  Marine  Corps 

To:  Commanding  General,  Fleet  Marine  Force  Atlantic 

Norfolk  VA  23515-51101 


Sub j :  Request  for  Information 

Enel:  (1)  Proposed  Problem  Statement  for  Defense  Analytical 

Study 


1.  I  am  one  of  five  Marine  students  in  the  Air  War  College  at 
Maxwell  AFB,  Ah.  In  th<  course  of  our  curriculum,  we  have  the 
opportunity  to  study  some  facet  of  the  Defense  establishment  with 
a  view  toward  honing  analytical  skills  and  providing  useful 
information  for  decision  makers.  The  enclosure  briefly  describes 
my  topic.  It  is  a  subject  that  is  on  the  hearts  and  minds  of 
many  unit  commanders  as  they  3cek  ways  to  minimize  the  adverse 
effects  of  high  OPTEMPO  on  morale  and  retention  within  their 
unit.  With  the.  specter  of  force  structure  cuts  at  hand,  and  the 
very  real  possibility  that  CINC's  will  require  at  least  as  much 
forward  deployment  as  in  years  past,  maintaining  high  morale 
wi*thin  our  units  will  require  a  more  analytical  view  i.ovnrd 
developing  an  appropriate  OPTEMPO. 


2.  In  the  course  of  studying  this  topic,  I  hope  to  accomplish 
the  following: 

a.  Clarify  the  problem  (if  it  exists). 

b.  Examine  feedback  mechanisms,  and  recommend  improvements. 

c.  Provide  recommendations  that  may  minimize  adverse 

effects . 

3.  In  order  to  provide  an  accurate  study,  T  need  input  from  FMF 
commanders.  Accordingly,  I  am  soliciting  your  vi.~ws  on  Cue 
following  questions: 

a.  Is  excessive  OPTEMPO  a  morale  or  retention  issue  for  any 
individuals,  units,  or  groups  of  individuals/units  within  your 
command?  (MOS  peculiar?) 

b.  How  has  OPTEMPO  been  rated  on  separations  surveys  over 
the  past  three  years?  Does  it  correlate  to  any  specific  uni  or 
MOSs? 


c.  Do  current  feedback  mechanisms  give  you  accurat  e,  t.  i.im-ly, 
indicators  of  potential  man le /retent ion  problem  areas?  Have  you 
established  any  unique  feedback  tools  in  your  command V 


d.  In  .1  peacetime  onvironment,  without,  funding  or  f.u-o‘ 
structure  constraints,  what  is  your  vie  /  of  tin ■  amount  of  lari  1  ; 
separation  that  should  be  expected  of  our  enlis-'d  i,uri!u>  :  c v 
the  course  of  a  career,  and  over  the  course  of  a  3  /  A  yei> 
operational  tour? 

e.  Has  your  command  established  any  unique  .-.uppo-  ► 
mechanisms,  or  operational  policies  that  minimise  the  adverse 
impact  of  high  OPTKMPO  and  increased  family  separation? 

3.  Realizing  that  this  vs  a  busy  time  of  year,  I  w  i  1  1  be  most 
appreciative  of  any  assistance  you  can  give  rae  in  developing  this 
information.  It.  would  be  of  great  benefit,  i  l  l  could  receive  ; 
reply  by  January  1990.  for  any  clarifying  i  \  form.  >ti  on, 

please  call  me  at  (AV)  29S-2122. 

/)  it  •  ■  'f>  / 


Very  respectful  l.y. 
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UNITED  STATES  MARINE  CORPS 

HEADQUARTERS 

FLEET  MARINE  FORCE.  ATLANTI  C 
NORFOLK. VIRGIN!  A  23616-8000 


IN  DVLV  RCPKM  TO 

1000 

1 

10  Jan  90 


From:  Lieutenant  Colonel  Michele  Manning,  Deputy  Assistant  Chief 

of  Staff,  G— 1 

To:  Lieutenant  Colonel  J.  L.  Whitlow,  U.  S.  Marine  Corps 

Subj :  REQUEST  FOR  INFORMATION 


1.  In  response  to  your  request,  the  following  general  comments 
concerning  the  three  primary  major  subordinate  commands  (MSC's) 
of  the  II  Marine  Expeditionary  Force  are  forwarded: 

a.  2d  Marine  Aircraft  Wing 

(1)  Is  OPTEMPO  a  morale  or  retention  issue  for  any 
individuals,  units,  or  groups  of  individuals/units  within  your 
command?  Yes.  Onr  particular  MOS  stands  out  (6467,  Aircraft 
Integrated  Weapons  System  Technician  DMA) ,  as  the  Wing  population 
is  37,  with  only  2  currently  deployable.  The  other  35  do  not 
intend  to  reenlist,  and  the  primary  reason  given  is  OPTEMPO. 

(2)  How  has  OPTEMPO  been  rated  on  separations  surveys 
over  the  past  three  years?  OPTEMPO  has  been  the  number  one 
reason  for  separation  on  questionnaires  over  the  past  three 
years. 


(3)  Separation  surveys  are  the  only  tools  used  at  this 

time . 

(4)  In  a  peacetime  environment,  without  funding  or  force 
structure  constraints,  what  is  your  view  of  the  amount  of  family 
separation  that  should  be  expected  of  our  enlisted  Marines  over 
the  course  of  a  career,  and  over  the  course  of  a  3  or  4  year 
operational  tour?  No  response. 

(5)  Has  your  command  established  any  unique  support 
mechanisms,  or  operational  policies  that  minimize  the  adverse 
impact  of  high  OPTEMPO  and  increased  family  separation?  Yes. 

An  extensive  Family  Readiness  Program,  run  by  a  civilian 
coordinator,  Ms.  Phyllis  Price,  Autovon  582-3236. 

b.  2d  Force  Service  Support  Group 

(1)  Yes.  No  particular  MOS,  or  unit. 

(2)  Number  3  on  Questionnaires. 

(3)  Enlisted  Separation  Questionnaires  are  only  tools 
used  presently. 
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(4)  No  more  than  2  deployments  a  tour,  offset  with  FAP 
billets  as  a  break. 

(5)  Yes.  Wive ' s  Clubs  and  Family  Readiness  Center, 
c.  2d  Marine  Division 

(1)  Yes.  03 XX  and  08XX  retention/morale  very  low  of 
first  term  Marines. 

(2)  Number  3  on  Questionnaires.  All  deploying  units  in 
Division . 

(3)  Enlisted  Separation  Questionnaires. 

(4)  No  answer  provided. 

(5)  Yes.  Family  Readiness  and  Wive's  Clubs. 

2.  POC  at  FMFLant  is  Lieutenant  Colonel  M.  Manning,  Autovon 
564-6329/6281.  The  individuals  at  the  MSC's  who  personally  deal 
with  separation  surveys  and  could  perhaps  provide  a  mere  detailed 
picture  are: 

a.  2d  Marine  Aircraft  Wing,  IstSgt  Reese,  Autovon  582-5916. 

b.  2d  Force  Service  Support  Group,  GySgt  Lundstrom,  Autovon 
484-1334. 

c.  2d  Marine  Division,  MGySgt  Thibault,  Autovon  484-2116. 


VT). 

M.  MANNING 


UNITED  STATES  MARINE  CORPS 

IIKAnqll  AKTEKS,  Fl.fcF.T  MARINE  FURCK.  FArlKIC 
OAMRH  M.  SMITH.  Hi  !>«A6I  Him 


IN  REPLY  REFER  TO: 

1040 

1PRB 

1 1  Jan  90 


From:  Commanding  General,  Fleet  Marine  Force,  Pacific 

To:  Lieutenant  Colonel  J.  L.  Whitlow,  USMC ,  Air  University, 

Maxwell  Air  Force  Base,  Alabama,  36112-5000 

Subj :  REQUEST  FOR  INFORMATION 

Ref:  (a)  Yr  ltr  of  14  Dec  89 


1.  FMFPac  does  not  have  a  career  planner,  retention  officer,  or 
SNCO  billet  on  the  staff.  Visibility  on  retention  statistics  and 
separation  surveys  as  well  as  attitudes  and  perceptions 
encountered  by  unit  career  planners  are  therefore  very  limited  or 
not  readily  available.  However,  correspondence  from  major 
subordinate  commands,  telephone  discussions  with  CMC  (MMEA-6)  and 
west  coast  and  Hawaii  career  planning  offices,  and  discussions 
with  FMFPac  staffers  with  recent  FMF  command  or  staff  experience 
have  revealed  some  information  which  may  be  useful  ior  your 
requirements  as  stated  in  the  reference.  There  has  been 
insufficient  time  to  gather  much  hard  statistical  data  so  the 
following  responses  are  largely  based  on  impressions  and  recall  by 
involved  individuals. 


a.  OPTEMPO  is  indeed  i  major  contributor  to  dissatisf action 
among  Marines,  especially  during  the  first  t-wo  enlistment  periods. 
Further,  the  impact  of  OPTEMPO  is  of  increasing  concern  to  leaders 
and  retention  planners,  not.  only  because  of  the  obvious  demands 
for  long  work  days  and  frequent  and/or  extended  separations,  but 
also  for  correlative  affects  on  other  aspects  of  military  life. 

1 1 )  The  effect  of  the  pressures  resulting  from  family 
separations  is  being  felt  across  a  much  larger  proportion  of 
junior  enlisteds.  Increasingly,  first  and  second  termers  are 
married  or  have  parental  responsibilities.  The  youth, 
inexperience,  low  income,  and  lack  of  sophistication  of  these 
families  exacerbate  the  problems  normally  associated  with  long 
hours  and  separations. 

(2)  Long  hours  and  frequent  deployments  are  the  most 
obvious,  direct  consequences  of  high  OPTEMPO.  However,  perhaps  of 
equal  concern  is  the  'ripple'  effect  of  that  activity.  The  young 
Marine  with  no  family  cons iderat ions  is  increasingly  becoming 
frustrated  by  the  limitations  on  other  activities  imposed  by 
unceasing  operations.  Individual  training  often  suffers  due  to 
exercises.  The  opportunity  to  pursue  off  duty  education  becomes 
very  limited.  Establishing  any  type  of  social  life  outside  the 
military  environment  is  very  difficult. 


* 
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(3)  The  cumulative  effect  of  unrelenting  exercises  and 
deployments  is  frustrating  and  exhausting  across  the  entire 
spectrum  of  combat  arms,  support  and  service  support,  and  aviation 
MOS ’ a .  Retention  difficulties  are  moat  acute  in  combat  arms  and 
aviation.  The  Marine  Corps  offers  very  few  alternatives  for  lower 
ranking  combat  arms  Marines  who  become  'burned  out"  due  to  the 
repetitiveness  of  operations  during  their  first-  enlistment.  There 
are  simply  not  enough  billets  to  provide  alternating  tours  into 
and  out  of  the  FMF .  During  FY  08,  there  were  0,600  "B"  billets 
for  corporal  and  below,  against  an  active  duty  population  of 
96,000.  A  large  portion  of  these  'B'  billets  are  MOS  specific, 
i  . e .  ,  0  1,  04 ,  30 ,  etc.  Aviation  Mar i ne s  may  find  more  Job  satis¬ 
faction,  but  the  same  frustrations  of  high  OPTEMPO  can  push  them 
into  the  increasingly  lucrative  civilian  sector  demanding  their 
skills.  For  example,  a  large  number  of  airline  mechanics  are 
reaching  retirement  as  airlines  and  aircraft  manufacturing 
continues  to  expand.  The  competii  ion  in  the  civilian  economy  for 
trained  aircraft  technicians  is  growing  even  more  rapidly  than 
that  for  pilots. 

b.  Separations  surveys  are  collected  at  the  unit  level  and 
either  submitted  directly  to  HQMC  or  consolidated  at  the  senior 
MSC .  Inquiries  to  HQMC  and  joint  career  planning  offices  revealed 
that  high  OPTEMPO  becomes  a  larger  factor  against  reenlistment  as 
the  individual  becomes  older  and  has  more  military  experience. 
However,  financial  concerns,  ad vancemen t / ass i gnmen t  opportunities, 
and  unsuitability  of  the  military  life  are  of  equal  or  larger 
concern  to  many  first  and  second  termers. 

c.  Commanding  generals  of  divisions,  wings,  and  FSSG ’ s 
receive  feedback  from  commanders  and  their  staff  career  planners 
as  well  as  from  HQMC.  The  information  is  gathered  by  separations 
surveys  and  personal  interviews  by  career  planners  and  commanding 
officers.  The  existence  of  unique  feedback  tools  at  any  command 
level  is  not  known. 

d.  Estimates  of  separations  for  west  coast  based  combat  arms 
and  helicopter  MOS  Marines  range  from  50  percent  to  70  percent  of 
the  time  assigned  to  any  operational  unit.  Marines  in  fixed  wing 
squardons  deploy  less  often  unless  their  squadron  is  assigned  to  a 
Navy  carrier  air  group.  As  previously  indicated,  combat  arms 
Marines  can  expect  little  relief  from  the  OPTEMPO  until  they 
become  sergeants  and  are  eligible  for  more  non  FMF  assignments. 
Hawaii  Marines  tend  to  be  deployed  less  often  but  for  longer 
periods  due  to  the  logistics  involved  in  unit  movement  to  CONUS  or 
other  off  island  training  areas. 

e.  Support  mechanisms  or  groups  exist  normally  at  the 
battal i on/ squadron  level,  with  involvement  and  support  from  higher 
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commands.  Each  unit’s  method  is  structured  to  fit  that  unit’s 
particular  needs  according  to  the  local  environment,  the  character 
of  the  unit's  operations,  the  composition  of  the  dependent 
population,  etc.  Most  are  variations  of  the  Navy’s  Ombudsman 
Wives  program  developed  for  ship  crew  dependents.  Installations 
have  Family  Service  Centers  and  various  counselling  activities  to 
provide  assistance.  Operational  policies,  on  the  other  hand,  are 
far  more  difficult  to  develop  with  minimization  of  OPTEMPO  as  the 
goal.  Most  operations/deployments  are  externally  driven  and  out 
of  the  control  of  the  local  commander.  The  unit  commander  will 
normally  attempt  to  tailor  the  unit’s  activities  with 
personal / f ami ly  considerations  in  mind,  but  quite  often  the  timing 
and  nature  of  operations  forces  those  considerations  to  become 
secondary.  Any  break  in  exercises  and  deployments  must  be  used 
for  intense  individual  training,  maintenance,  etc. 

2.  In  summary,  the  steady  increase  in  OPTEMPO  over  the  last  8-10 
years  may  have  reached  a  point  of  diminishing  returns,  i.e. ,  the 
gains  in  readiness  realized  from  numerous  realistic  exercises  and 
deployments  are  being  eroded  by  increasing  dissatisfaction, 
decreasing  morale,  and  loss  of  experienced  personnel.  However ,  a 
careful  balance  is  critical.  Readiness  remains  the  priority. 
Further,  the  level  of  OPTEMPO  must  allow  the  Marine,  especially 
the  younger  individuals,  to  be  busy  a  majority  of  the  time. 
Otherwise,  boredom  may  become  as  acute  a  problem  as  over ac  1 1  v  .1  ty  . 

3.  Headquarters,  FMFPac  action  officer  is  Maj  Burton,  G-l/PRB, 
AUTOVQN  477-6220. 

RICHARD  E.  BURTON 

By  direction 
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UNITED  STATES  MARINE  CORPS 

2d  MARINE  AIRCRAFT  WING,  FMF,  ATLANTIC 
MARINE  CORPS  AIR  STATION 
CHERRY  KOIHT.  NORTH  CAROLKiA  28S3.<-6001 


From:  Commanding  General,  2d  Marine  Aircraft  Wing 

To:  Lieutenap*  Colonel  J.  L.  Whitlow 

Dear  LieUtjP^A'f&^Colonel  Whitlow 

1.  As£X  recent  commander  of  VMA(AW)-533  I'm  sure  that  you  are 
familiar  with  many  of  the  commitments  that  drive  the  2d  Marine 
Aircraft  Wing's  OPTEMPO.  During  FY-89  this  Wing  flew  a  record 
155,477  flight  hours  and  our  goal  for  FY-90  is  nearly  158,000 
hours.  As  you  can  appreciate  the  Flight  Hour  Program  is  only  a 
small  part  of  OPTEMPO.  The  percentage  of  personnel  on  hand  in 
relation  to  our  T/0  has  decreased  over  the  past  couple  of  years 
while  our  world  wide  commitments  have  increased. 

2.  The  solution  to  reducing  our  OPTEMPO  is  as  simple  as  it  i3 
difficult  —  reduce  our  commitments.  Unfortunately,  regardless 
how  busy  our  schedule  gets,  certain  training  events  are  required 
to  keep  our  aircrew  proficiency  at  an  acceptable  level  for  real 
world  contingencies;  however,  whenever  possible  we  have  reduced 
or  combined  unit  training  deployments,  and  reduced  Wing  directed 
events . 

3.  To  assist  you  in  your  research,  I've  enclosed  copies  of  some 
recent  studies  on  our  OPTEMPO.  Good  luck  in  your  endeavors  at 
Maxwell . 
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GYHOPSIG  Oi:’  "itETENT  IUJ)  OP  QUALITY  MARINES"  RESPQRGEG 

GUI!.):  ANSWER  TO  CO  ?.  H  U  MAW  MGO  1  3 1  3  'j  0 V.  APR  89 

-  (.1 FT  EM  PO :  T  lie  number  one  re  an  on  for  our  probloinn  In  1  :i  I, 

T  o  rin  Re  l  o  n  t  L  o  n  . 

family  Sepiirnti.on;  OPTKMPO  in  even  affoctir.c  our 
neuuoned  Mur  i  nan.  Our  Jr.  Enlist  ml  and  Jr.  Off  Loom 
no  Moll  nro  f  i  nding  this  much  family  separation 
into  lorn  bln  over  the  long  haul. 

—  Education:  Our  Jr.  Marinos  aro  finding  it  difficult 
to  o  n  rn  L  L/ o  om  p  l  o  t  o  any  typo  of  off  duty  oil  m:  n  t  i  o  ii  . 

Tu  i  t  ion  assistance  money  in  lout  due  to  inability  to 
complete  college  course :i. 

—  T L mu  off  in  often  uaod  an  a  method  of  building  morn Jo 
and  rown  riling  our  young  Marinos.  Current  OP TEMPO 
due  ream* a  the  opportunity  to  uaa  thia  tooi. 

-  P  R  0  MOT  i  0  H  :  The  statement  "HOMO  is  working  on  the  problem" 

is  not  convincing  our  young  Marines  to  stay. 

Iloto:  Wo  bul  Love  HQMC  now  has  the  "Dig  Picture"  and  l. ho 

fix  to  the  problem  in  buing  implemented. 

However  ,  this  will,  take  acme  time  to  spool  u  p  and 
FY-U9  Marina  a  will  probublv  not  bo  around  to 
benefit . 

-  JOH  GAT  1G1' ACT  10 II  : 

Lack  of  Recognition:  1’arugraph  5  of  MWSU-27'n 

re a  pons e  says  it  best.  Also  the  "Time  Off"  method  of 

recognition  is  limited  by  tho  OPT  ISM  PO. 

Poor  Pay  is  a  problem  wo  all  live  with. 

back  of  Responsibility:  No  opportunity  to  exercise 

their  authority  duo  to  " Hi e ro-mn ungemen t "  . 

-  LEA  PER  Gil  IP  ; 

'l'  o  o  m  a  n  y  p  e  tty  re  g  u  1.  a  t  Lon  a  . 

Hot  being  treated  with  respect. 

Perceived  double  standards. 


4H 


POSSIBLE  LOCAL  PROBLEM  AREAS  WITH  RECOMMENDED 
SOLUTION  I  DEW  C1FIED  BY  THE  SQUADRON /GROUP  COMMANDERS 

These  are  the  Squad ron/Group  Commanders  reBponsen  in  order 
by  which  moot  commonly  referred  to: 

OPTEMPO  is  certainly  the  moot  commonly 
identified  problem  a 3  this  affects  many  arena. 

Such  as  family  Separation,  Education,  Time  Off, 
Etc...,  (Areas  referring  to  thia  are  highlighted 
in  yellow . ) 

—  Recommended  Local  Solution: 

—  Command  era  should  he  required  to  justify  deploy  cl 
time  over  and  above  35%  to  40%. 

Consolidate  Training  to  reduce  family  separation 
between  deployments. 

--  Well  deserved  "Time  Off  and  Weekends"  remain 

untouchable  while  in  garrison.  Highlighted  ar"un 
in  223’ a  and  231  'a  response  cover  this  area  well. 

-  jraqtfOT-ta'Na  Although  Promotions  are  11QMC  controlled,  there 
are  areas  that  we  can  improve  on  locally; 

—  Relocate  Meritorious  Promotion  Auth  to  Cpl  and  Sgt  to 
the  Squadron  level  on  a  quota  basis;  (332's  response 
covers  this  in  detail.) 

ROTE:  Most  refer  to  promotions  as  a  HQHC  problem. 

However,  many  locally  controlled  areas  affect 
promotions . 

—  Lack  of  ability  to  grant  timo  off  makes  it 

difficult  to  use  programs  such  as  HCi's,  Off  Duty 
Education  and  Recruiters  Assistance  to  improve 
their  composite  scores. 

to  many  other 
Local  Ly .  'ffi.jiujx'? 

—  Lack  of  Recognition: 

-  Awards:  Individual.  Awards  must  be  Increased  and 

reaching  the  "work  force"  in  a  timely  manner. 

-  "Time  Off"  is  an  excel  lent  tool  however,  as  ad  d  r<>  ■■ 
earlier  a  difficult  one  to  use  due  to  the  0 PT EM  DO  - 

-  Insure  that  any  and  all  typos  of  personal  awards,  and 
certificates  are  recognized  in  formations. 

~~  Lack  of  Responsibility:  Ho  opportunity  to  ei'>i’,:L:in 
their  authority  due  to  "Mic ro -Manage men t . 


This  area  is  broken  down 
areas  that  we  can  affect 


-  OPTEMPO: 
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—  Due  ko  an  increased  OP  TEMPO  and  decrease  in  personnel 
our  "Super 'rigor a"  are  now  the  "Work  Force". 

NOTE;  There  i3  no  recommended  fix  for  this  locally. 

-  LEAD  Ell  fill  IP  :  Too  many  petty  regulntiuna  ,  not  b  e  i  n  g  treated 
with  respect  und  perceived  double  atandardo 
seem  to  all  run  together  regarding  local 
remedies .  0  (V  o'  tr.  it  U  A  fcTfr  t  K  fcffo 

—  Too  many  petty  regulations  and  not  being  treated  with 
respect  refer  to  regulations  generally  set  by  1IQMC 
(i.e.,  alcohol  in  the  bka  ,  urinalysis  testing,  etc.). 

-  Recommendation:  Use  the  "sane  man"  approach  nnd 

always  insure  theres  a  "logical  reason"  for  doing  what 
we  do. 

--  Perceived  double  standards:  Paragraph  3a  of  MA0-2‘j  1  o 
response  refers  to  weight  control. 

—  Recommendation:  Regulations  set  by  HQMC  or  lo cul.ly 
pertain  to  all  of  our  marines  equally.  "Double 
Standards"  is  something  that  cannot  be  tolerated 
within  2d  MAW. 


Decline  in  First  Tern  Retention 


-Who  Cares? 

-Five  year  graph 
*  Comments 
•The  Future? 

•The  Bottom  Line 
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WHO  CASES? 


Lt.  Gen  Cook  Msg  Jul  88... 

"Statistics  reported  at  the  end  of  3rd  quarter 

REFLECT  A  LOW  RETENTION  OF  FIRST-TERMERS  ANJ 
CAREERISTS..  ..REQUEST  YOUR  EVALUATION  AND 
NECESSARY  CORRECTIVE  ACTION... " 


Gen  Gray  Msg  Apr  89. . . 

"...We  NOW  FACE  AN  EQUALLY  IMPOSING  PROBLEM  WITH 
RETENTION  OF  OUR  HIGH  QUALITY  FIRST  TERM  KARINES 

. . .  Believe  it  or  not,  some  of  our  good  Marines  are 

LEAVING  OUR  RANKS  BECAUSE  THEY  DON'T  BELIEVE  WE 
REALLY  VALUE  THEIR  CONTRIBUTIONS  TO  OUR  CORPS*  H" 


Lt.  Gen  Hudson  Msg  Apr  89... 

" _ Agree  with  consensus  of  Carolina  Generals 

THAT  PROMOTIONS,  ASSIGNMENTS,  AND  LATERAL  MOVES 
ARE  AMONG  THE  MOST  IMPORTANT  FACTORS  THAT  AFFECT 
REENLISTMENT  OF  OUR  FIRST  TERM  MARINES." 


Maj.  Gen  Gustafson  Msg  Apr  89... 

"...AS  I  HAVE  SAID  BEFORE  I  AM  CONCERNED  ABOUT 
OUR  ABILITY  TO  RETAIN  OUR  QUALITY  MARINES, 

This  is  particularly  true  of  first  termers _ ” 


Second  Marina  AircrafrWin g 


2ND  MAW  FIRST  TERM 

REENLISTMENTS  VS.  EAS  POPULATION 


□  RH3KLISTH3KX5  ♦  HAS  POPULATION  (  )  %  OP  HAS 

PCS’TUATICW 
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Second  Marina  Aircr*frWin& 


Comments 


*  Squadron  CO 

'The  operational  tempo  (Mil's,  minx-oet's 
Alpine  Warrior,  Colo  Winter,  Solid  Shield)  is 
too  intensive.  Extensive  separations  prom 

FAMILY  MEMBERS  CONTRIBUTE  TO  MARITAL  AND 
FINANCIAL  PROBLEMS.' 

'Group  CO 

'Too  much  family  separation  is  closely 
TIED  TO  OPTEMPO  AND  WHILE  I  AGREE,  MUCH  IS 
beyond  Group  and  even  Wing  control.  The  6 
MONTH  BUILD  UP  PRIOR  TO  LF6F  CONUS  DEPARTURE 
USUALLY  INCLUDES  90  PLUS  OR  MINUS  NIGHTS 
AWAY  FROM  HOME . ' 

•Spouse 

'm  HUSBAND  HAS  BEEN  HOME  A  TOTAL  OF  3 

WEENS  IN  THE  PAST  4  MONTHS  AND  IS  LEAVING 
AGAIN  TODAY.' 


[OPTEMPO] 

— ■  Ssaond Mariner  Ad rcrctft  W i'yjg 


Comments 


‘Group  CO 

'Square  away  enlisted  promotions  once 

AND;  FOR  ALL.  FURTHER,  PROMOTIONS  MUST  BE 
EQUAL  ACROSS  THE  BOARD  AND  NOT  SKEWED 
BECAUSE  OF  IMBALANCES  IN  MDS'S.  AtTRXTE 
IMBALANCES  THROUGH  RETIREMENTS,  RELEASES, 

etc.  Every  Narine  must  know  that  at  a 

CERTAIN  STAGE  IN  HIS  CAREER  HE  HAS  A  CHANCE 
TO  BE  PROMOTED.  ThXS  EXPECTATION  IS  CRITICAL.' 


‘Squadron  CO 

'...If  I  COULD  TELL  A  YOUNG  LCPL  OR  CPL 
nYOU  WILL  BE  PROMOTED  IN  JAN  92”  MANY  OF  THEM 
WOULD  STAY.  THEY  WANT  TO  KNOW  WHAT  IS  GOING 
TO  HAPPEN  TO  THEM. ' 


* Squadron  CO 

'LACK  OF  PROMOTIONS:  The  average  Marine 

IS  PROMOTED  TO  LANCE  CORPORAL  WITHIN  THE  FIRST 

ww  a  m  m  ■■  ■  %#  v  m  m  w  m.  iaww^Mi  «w-' 
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MOS  POPULATION  AND  COMPOSITE  SCORE  REQUIREMENT, 
AVERAGES  2“3  YEARS  BEFORE  THEY  ARE  PROMOTED  TO 

Corporal.  Regular  promotion  nppojmiwmics  need 

TO  BE  INCREASED  TO  FIX  THIS  PROBLEM.' 


I  r FAIR  CAR2EK  POTENTIAL! 

■,L  —  StfcW  Mari  ^Mrcraft  Win* 
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Comments 


‘Squadron  CO 

'When  there  are  SNCO's  working  10-14  hours 

A  DAY  ON  AIRCRAFT  SIDE  BY  SIDE  WITH  THE  JUNIOR 

Marines,  it  is  sometimes  almost  impossible  to 

TAKE  THE  TIME  TO  SIT  DOWN  WITH  THE  INDIVIDUAL 

Marine  for  the  one  on  one  counselling  session 
to  point  out  shortfalls  and  to  praise  them  for 

A  JOB  WELL  DONE,  AND  GET  HOME  TO  REST  UP  FOR  THE 
NEXT  DAY'S  WORK.' 

‘Squadron  CO 

'...If  WE  WANT  TO  RETAIN  DUALITY  MARINES, 
THEN  IJE  NEED  TO  TREAT  THEM  AS  QUALITY  MURINES.  ' 

*  NCO 

'NO  RECOGNITION  OR  OFF-SETTING  COMPENSATION 
FOR  LONG  WORKING  HOURS  OR  A  JOB  WELL  DONE.' 

‘NCO 

'Leaders  don't  show  respect  for  NCO's, 

THAT  THEY  ARE  NOT  INCORPORATED  INTO  ELEMENTAL 
DECISION  MAKING  PROCESSES/THAT  THEIR  IDEAS  AND 
OPINIONS  ARE  NOT  SOUGHT. 

[LEADERSHIP] 

■ . .  ii  Sac  and  Marino  Aircraft  Win% 
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The  Future? 


*  IlC  FY  90  THE  NUMBER  OP  FIRST-TERMERS 

(as  defined  in  retention  reporting)  drops 

FROM  APPROXIMATELY  1600  TO  ABOUT  800. 


‘The  drop  is  due,  in  part,  to  the  number  of 
6  year  enlistments  written  during  FY  86. 


"How  WILL  THESE  SMALLER  NUMBERS  IN  FY  90 
AFFECT  OUR  FIRST-TERMER  RETENTION  IN  FY  90? 


"What  reek,  listment  patterns  will  the  6  year 

ENLISTEES  EXHIBIT  WHEN  THE  OPPORTUNITY  FOR 
THEIR  FIRST  REEHLI3TMENT  ROILS  AROUND? 

-  Will  they  'behave'  like  first- termers, 
OR  WILL  THEY  EXHIBIT  AS  A  GkOUP  THE 
HIGHER  RETENTION  RATES  OF  THE  INTER¬ 
MEDIATE  term  Marine? 

Second  Marine  Aircraft  Wing 
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The  Bottom  Line 


* Although  'op  tempo'  is  am  imprecise  term  it 
HAS  A  CLOSE  RELATIONSHIP  TO  THE  TOTAL  WORK 
ENVIRONMENT  IN  WHICH  THE  INDIVIDUAL  MARINE 
FUNCTIONS  AND  SUBSEQUENTLY  FORMS  PERCEPTIONS 
ON  REENLISTMENT  AND  CAREER  POTENTIAL. 


•”0p  TEMPO"  THAT  IS  NOT  PROPERLY  MANAGED  MAY 
CONTRIBUTE  TO  A  BREAKDOWN  OF  POSITIVE  LEADERSHIP 
TECHNIQUES ,  ISOLATE  JUNIOR  MARINES,  AND  INCREASE 

junior  Marines'  dissatisfaction  with  the  Narine 
Corps  as  a  career. 


•'Fair  career  potential"  is  a  complex, 

INDIVIDUAL  PERCEPTION  THAT  MUST  BE  ADDRESSED 
AT  A  PERSONAL  LEVEL  WITH  EACH  MARINE. 

*AS  LEADERS  WE  MUST  DELIVER  THE  RESULTS  OUR 

Marines  expect  and  deserve. 


Second  Marine  AircrafrWing 
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TO. CG  FMFLANT 

INFO  CG  SECOND  MAW  — 

.  CG  FOURTH  MEB 
SECOND  SRI  GROUP 

t 

BT 

UNCLAS  //N03000// 

SUBJl  OPS  TEMPO 

A.  CG  FMFLANT  081200Z  NOV  89 


CG  SECOND  MAWDIV 
CG  SECOND  FSSG 


1.  IN  RESPONSE  TO  THE 
RELATES  TO  OUR  MSE'S 


REFERENCE,  The  OPS  TEMPO  OF  THE  6 TH  *Eb  aS  IT 
PRIMARILY  LIMITED  TO  UUR  ANNUAL  MHF 
EXERCISE.  MMC'S  ARE/ONCV?  CONDUCTED  BIANNUALLY  AND  ARE  CONSIDERED 
ESSENTIAL.  OUR  MPF  E^FRClSE  IS  A  JLS  DIRECTED  REQUIREMENT  AND  IS  TnE 
ON'"  EXERCISE  OPPORTUNITY  THAT  Tilt  6TH  MEB  CE  HAS  TO  TRAIN  n  I  TH  Ourt 
■M{  IN  THE  MPF  ROLE.  THIS  IS  CONSIDERED  MINIMAL  FOR  OPERATIONAL 
RE.s-j.NES3  OF  THE  MPF  MEB.  WHILE  WE  AGREE  THAT  OPS  TEMPO  MUST  BE 
. ADDRESSED,  THE  LOSS  OF  THIS  ANNUAL  MPF  EXERCISE  WILL  SIGNIFICANTLY 
IMPACT  THE  COMBAT  READINESS  0 F  THE  FORCE  OVER  THE  LONG  TERM. 

;2  THE  EXTENT  OF  FMFLANT'S  UP  TEMPO  IS  FELT  PRIMARILY  BY  TuE  MSE'S 
ANO  NOT  BY  THE  CE.  EXERCISE  AGILE  SWURD,  BATTLE  STAFF  TRAINING  (USD 
AND  THE  LFTCPAC  MPF  STAFF  PLANNING  CRS  ARE  THE  ONLY  6TH  MEB-GENtRATEO 
EXERCISE*3/TRAINING  THAT  DIRECTLY  affect  OUR  MSE'S.  EXERCISE  AGILE 
-^M(<^D~4^-AND^P4)RT-ANTLJAORKUP^.OR  OUA-ANJiUJAL  -MPEDOPL  TAXXON-  A*D-.  BSJ-ANQ 
THE  STAFF  PLANNING  CRS  HAVE  PROVEN  MOST  VALUABLE  IN  DEVELOPING  STAFF 
EXPERTISE  AND  IMPROVING  THE  INTERRELATIONSHIP  BETWEEN  ThE  Cfc  AND  OUR 
MSE'S.  IN  RECOGNITION  OF  THE/'flT'GHljH  TEf/gD&cOF  UUR_M3E'S.  WE  ARE 
CURRENTLY  PLANNING  AGILE  SwORO-W  10  bE  CONDUCTED  AT  CAMLEJ  IN  A 

simple,  but -still  effective,  manner  which  will  cause  uuk  mse's  to 

INCUR  THE  LEAST  AMOUNT  UF  ADDITIONAL  REA30URCE  DRAIN  AS  PUSSlBLE. 

3  SINCE  OUR  MSE'S  ARE  nGt  DEDICATED  SOLELY  TO  &TH  MFrt.  and  MUST 


WG-3C3) ...  INFO  FOR  CG  SECOND  MAw(2i)  .  03000/  1/00  /9 

WADJ(l)  WALDCS)  WCEOlXO  *8Vm.R)  wCKCCU  mDSS  11  )  — ift— W-&h~rtG-4  ( 2) 

WPAO  (  1 )  W3EC(9)>flG”'eCT^ 
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3816/7900/390  1  OF  2  Ml  0362  390/17:552  061515Z  DEC  89 
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UM>  lu  uTiiLk  lAbMNiS#  *E  ftlLL  CONTINUE  TO  bE  ALERT  TO  INNOVATIVE 
S  THAT  MIGHT  FURTHER  REDUCE  THE  OP  TEMPO  WITHIN  FMFLANT. 
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UNITED  STATES  MARINE  CORPS 

30  MAtllHI  Al  RCtt  A  FT  W|NQ.  ?MFPAC 
MCA*.  IU  TQNO 

•  ANYA  ANA,  CALII  ORNlA  t!70f  «0Q1 


12  January  1990 


From: 

Assistant  Chief  of  Staff,  G-l,  Third  Marine 
MCAS  El  Toro,  Santa  Ana,  CA  92709 

Aircraft  Wing, 

To: 

LtCol  J.  L.  Whitlow  465  74  5462/7511  USMC, 
Air  University,  Maxwell  AFB,  AL  36112-5000 

Air  War  College, 

Subj : 

OPTEMPO,  MORALE  &  RETENTION 

Ref: 

(a)  Your  Itr  of  14  Dec  1989 

Enci : 

(1)  Summary  of  Separation  Surveys  (Officer 

(2)  Third  MAW  Order  1750.5 

(3)  MWSS-373  FACTeam  PROGRAM 

&  Enlisted) 

1 .  This  letter  responds  to  your  request  in  the  reference  for 
information  related  to  the  effects  of  OPTEMPO  on  morale  and  retention 
and  the  existence/utility  of  feedback  mechanisms  used  in  this  command 
to  alert  commanders  to  OPTEMPO  problems.  Let  me  say  at  the  outset 
that  much  of  what  I  will  offer  is  subjective  because  of  the  enigmatic 
nature  of  the  concept  of  OPTEMPO  and  because  of  the  inherent 
difficulties  associated  with  measuring  morale.  I  will  provide  some 

tatistical  information  that  depicts  how  former  Third  MAW  Marines 

elt  about  family  separation  as  a  reason  for  getting  out  but  even 
this  data  is  somewhat  inconclusive  because  such  time  away  from  the 
family  is  only  a  part  of  th«.  larger  OPTEMPO  issue. 

2.  OPTEMPO  in  Third  MAW  is  a  function  of  several  variables  which  are 
not  unique  to  this  command.  These  variables  include  manpower 
availability ,  aircraft/ equipment  readiness  and  commitments  such  as 
participation  in  the  Unit  Deployment  Program,  MEU  (SOC)  floats, 
Combined  Arms  Exercises,  various  MEB  and  higher-level  exercises. 
Weapons  &  Tactics  Instructor  Course  support,  drug  enforcement  ops, 
and  the  myriad  of  squadron-level  training  evolutions  (including  FRS 
ops)  so  vital  to  warfighting  readiness.  We  are  a  busy  command  but, 
from  where  I  sit,  we're  not  so  busy  that  either  morale  or  retention 
is  adversely  affected  to  an  alarming  degree. 

3.  Naturally,  certain  types  of  units  and  certain  MOS's  feel  the 
pinch  more  than  others.  Not  surprisingly,  our  helo  squadrons  and 
support  type  units  (MWSS/MWCS)  participat  to  some  extent  in 
virtually  all  major  evolutions  in  addition  to  the  internal  training 
they  must  accomplish.  Within  these  units,  personnel  in  MOS's  which 
may  be  undermanned  tend  to  meet  themselves  coming  and  going  but  there 
is  a  minimum  of  inequity  due  to  the  close  management  of  these  assets 
at  all  levels,  including  HQMC.  It  is  my  sensing  that  most  Third  MAW 
Marines  and  their  commanders  expect  to  be  busy  and,  in  fact,  strive 

o  stay  that  way.  The  Commanding  General  keeps  a  very  close  eye  on 

he  level  of  activity  throughout  the  Wing  and  demands  that  his 
commanders  do  the  same.  OPTEMPO,  therefore,  does  not  appear  to  cause 
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significant  morale  or  retention  problems  in  Third  MAW.  It  is  a 
constant  concern,  though,  particularly  in  units  that  are  very  busy 
in  between  UDP  and  MEU  (SOC)  deployments.  Family  separation,  whether 
in  large  chunks  or  smaller  increments,  has  the  same  effect  on  morale 
and  retention. 

4.  Enclosure  (1)  depicts  a  summary  of  data  from  several  hundred 
questionnaires  administered  to  separating  Third  MAW  Karines  here  at 
El  Toro  during  a  portion  of  CY  89.  Unfortunately,  for  your 
particular  purposes,  these  questionnaires  don't  specifically  probe 
the  OPTEMPO  issue  as  such  and  the  results  are  not  tabulated  by  MOS  or 
unit.  They  do,  however,  reveal  that  many  separating  enlisted  Marines 
are  more  concerned  about  pay  &  allowances  than  family  separation  as  a 
primary  reason  for  getting  out.  Lack  of  perceived  promotion 
opportunity  is  also  cited  with  virtually  the  same  frequency  as  family 
separation  as  a  factor  in  deciding  not  to  reenlist.  The  picture  is 

a  bit  different  among  officers  who  list  family  separation  as  the 
most  important  reason  for  their  decision  to  become  civilians.  A 
revealing  statistic  not  included  in  the  enclosure  is  the  fact  that 
the  Third  MAW  was  the  only  major  command  in  the  Marine  Corps  to 
achieve  reenlistment  goal  for  FY89.  Additionally,  the  Third  MAW 
Career  Planner  has  informally  canvassed  the  Career  Planners 

^throughout  the  Wing  and  he  reports  no  visible  evidence  of  a  negative 
>ffect  on  retention  caused  by  OPTEMPO/ family  separation.  For  a 
jroader  view  of  reasons  for  separation  throughout  the  Marine  Corps  1 
would  recommend  that  you  call  HQMC  (MMEA-6) ,  AVN  1.4-2646/2868. 

This  branch  is  the  repository  for  all  separation  survey 
questionnaires  completed  at  major  commands. 

5.  Concerning  feedback  &  support  mechanisms,  Third  MAW  has 
established  Family  Action  Contact  Teams  (FACT)  in  every 
squadron/battalion.  These  teams,  composed  of  unit  wives,  are 
naturally  most  active  just  prior  to  and  during  unit  deployments 

and  they  have  proven  invaluable  in  smoothing  out  the  bumps  associated 
with  family  separation.  In  reality,  these  teams  perform  both  the 
support  and  the  feedback  function  because  they  can  be  a  useful  source 
of  information  even  when  units  are  at  home  base.  Considering  that 
there  are  always  5-7  units  on  long-term  deployment  (UDP  &  MEU)  or 
working  up.  plus  all  the  local  squadron  deployments,  detachments  and 
exercise  support  packages,  these  FAC  Teams  get  a  good  workout. 
Enclosure  (2)  is  a  copy  of  the  current  Third  MAW  order  on  the  FACT 
Program  and  enclosure  (3)  is  a  summary  of  how  one  of  our  units 
implements  the  concept. 

6.  I  am  reluctant  to  state  a  command  position  on  the  matter  of  how 
much  family  separation  should  be  expected  of  our  enlisted  personnel 
during  the  course  of  a  normal  tour/career.  By  Marine  Corps  policy, 
deployable  Marines  should  plan  on  two  six-month  "pumps"  overseas 

'"‘"Mur ing  a  3-year  tour  to  establish  a  DAUS  (DR)  prior  to  transfer. 

Jhen  I  ask  this  question  of  our  wing  chaplains,  they  generally  answer 
.in  two  parts:  (1)  Six-month  deployments  are  too  long  and  shouid  be 
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shortened  by  half,  and;  (2)  No  more  than  approximately  25%  of  a 
Marine's  tour  in  the  Wing  should  be  spent  in  a  deployed  status. 

7.  Stimmary  comments:  OPTEMPO  is  a  top-priority  issue  in  Third  MAW, 
not  because  it  generates  morale  or  retention  problems,  but  because 
of  the  natural  inclination  of  units  to  want  to  stay  busy  on  the  one 
hand  and  the  concurrent  desire  of  the  Commanding  General  and  his  cos 
to  strike  the  proper  balance  on  the  other.  By  survey  and  through  che 
opinions  of  those  who  stay  abreast  of  OPTEMPO,  family  separation, 
morale,  etc.,  I  conclude  that  an  admittedly  high  OPTEMPO  in  this 
command  does  not  produce  clearly  defined  or  significant  morale  or 
retention  problems.  The  potential  for  such  problems  to  occur  is 
always  there  especially  when  units  maintain  a  busy  schedule  in 
CONCUS  and  then  deploy  overseas  for  six  months.  But  our  unit 
commanders,  senior  SNCO  leaders,  chaplains  and  FAC  Teams  are 
successful  in  the  early  identification  of  problems  related  to 
OPTEMPO/ family  separation. 

8.  I  am  available  (AVN  S97-4135)  should  you  require  clarification  or 
additional  information.  You've  chr  >_n  a  "soft"  concept  to  try  and 
get  your  arms  around.  Best  of  luck.  I  hope  the  observations  in 
this  letter  will  be  of  ut?e. 


S.  M.  DAY  / 
Colonel  USMC 


SUMMARY  OF  SEPARATION  SURVEYS  (OFFICER  &  ENLISTED) 

APR  -  OCT  89 


BACKGROUND 

-  Separation  survey  lists  34  possible  reasons  for  leavix4g  the  USMC. 

-  Those  related  to  OPTEMPO  include: 

-  Lack  of  freedom  to  use  non -working  hours  as  I  want 

-  Too  many  PCS  moves 

-  Too  much  family  separation 

-  Dislike  field  duty 

-  Dislike  deployments  aboard  ship 

-  Working  hours  too  long 

-  Only  the  family  separation  choice  was  listed  by  more  than  2%  of 
enlisted  Marines  surveyed. 


OFFICER  RESULTS 

-  Total  surveyed:  141 

-  Top  5  most  important  reasons  for  separating  from  the  Marine  Corps 

-  Too  much  family  separation  (15.6%) 

-  Unable  to  sufficiently  plan/ control  career  (9.2%) 

-  Feels  performance  record  not  competitive  for  promotion  (7.8%) 

-  Too  much  paperwork  (7.1%) 

-  Suppressed  initiative,  creativity,  professional  stimulation  (6%) 


ENLISTED  RESULTS 

-  Total  surveyed:  1030 

-  Top  5  most  important  reasons  for  separating  from  the  Marine  Corps 

—  Pay  and  allowances  too  low  (is. 6%) 

-  Too  much  family  separation  (12%) 

-  Not  enough  promotional  opportunity  (11.4%) 

-  Poor  leadership  of  immediate  supervisor  (9%) 

-  Too  many  petty  regulations  (4.6%) 
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UNITED  STATES  MARINE  t^RPS 


IP  MARINI  AIRCRAFT  WTIMO,  ff  M  Ft*  AC 
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IN  R«RLV  RiriR  TO i 

WgO  1150.5 
G-l:csb 
9  Aug  1988 


WING  ORDER  1750.5 


From:  Commanding  General 
To:  Distribution  List 


Sub j :  Family  Action  Contact  Team  (FACTsan)  Program 

Rsf :  (a)  OPNAVINST  1750. 1A 

(b)  5  D.  S.  C.  Subsection  552a  (Privacy  Act  of  1974) 
(NOTAL) 


Enel: 


(1)  coaaanding  Officer  FACTeaa  Duties/Responsibilities 

(2)  Sample  Letter  of  Appointment  for  Chairpersons 

(3)  Wing  Assistant  Chief  of  Staff.  G-l  FACTeam  Duties/ 
Responsibilities 

(4)  KCAS.  El  Toro  Assistant  Chief  of  Staff,  Training/Training 
Audio  visual  Support  Center  (TAVSC)  Services 

(5)  Deployed  Unit  Information  Hotline 


1.  Purpose .  To  promulgate  policy  and  procedures  for  the  implemen¬ 
tation  of  the  FACTeaa  within  the  3d  Marine  Aircraft  Wing  (3d  MAW) . 


2.  Cancellation.  WgO  1750.4. 

3.  Information.  As  emphasized  in  reference  (a),  the  family  is  an 
important  part  of  the  military  team.  The  morale  and  job  perform¬ 
ance  of  Marines  are  directly  related  to  the  well-being  of  their 
families.  As  official  representatives  of  Marine  corps  families, 
the  Family  Action  Contact  Team  (FACTeam)  plays  an  essential  role 
in  astablishing  and  maintaining  communication  among  ths  commander 
and  spouses  as  well  as  providing  a  means  for  wives,  with  mutual 
concerns  and  problems,  to  seek  help  &nd  share  camaraderie. 

4.  General .  To  ensure  a  smoothly  functioning  support  program  for 
routine  operational  commitments,  (a.g.,  short  deployments  to  CAXs, 
AOTs,  Cold  Westher  Training)  six-month  deployments  afloat/ in 
Okinawa,  and  for  unscheduled  deployments  during  crisis  situations, 
FACTeams  will  be  active  at  all  times  within  3d  MAW  groups. 

5.  Action 


a.  Commanding  Officsrs  will  provide  support  for  FACTeams  per 
enclosure  (l)  and  designate  chairpersons  as  depicted  in  enclosure 
(2).  Reference  (b)  authorizes  the  release  of  wives'  addresses  and 
phone  numbers  to  the  FACTsams. 
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b.  The  Assistant  Chief  of  Staff,  G-l  will  provide  support  for 
FACTeam*  per  enclosure  ( 3 ) . 

c.  The  Assistant  Chief  of  Staff,  Training,  MCA S,  El  Toro  has 
made  available,  on  a  not  to  interfere  basis,  FACTeam  support  per 
enclosure  (4) . 

d.  Enclosure  (5)  provides  Hotline  information/procedures. 

e.  The  Family  Services  Center  (FSC)  will  provide  those  ser¬ 
vices  inherent  within  their  organization  and  charter  to  the 

j  FACTeaa.  In  addition,  the  FSC  FACTeaa  coordinator  will  maintain 
and  issue  FACTeaa  Notebooks  to  designated  Commanding  Officer 
Chairpersons  six  months  prior  to  a  deployment.  These  notebooks  are 
designed  to  augment  present  group  and  squadron  FACTeam  Programs. 
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COMMANDING  OFFICER  FACTEAM  DUTIES/ RESPONSIBILITIES 


Commanding  Officers  will: 

1.  Designate  the  chairperson  (preferably  the  group/squadron/da- 
tachment  commander  or  executive  officer's  wife)  from  among  spouses 
within  the  command. 

2.  Publish  an  official  letter  appointing  the  chairperson  (anclo- 
y  sure  (2)). 

3.  Assist  spouses  selected  to  serve  as  chairpersons  and  team 
leaders  in  obtaining  appropriate  information  and  training  from 
the  FSC. 

4.  Establish  detailed  procedures  to  ensure  that  FACTeam  members 
are  able  to  perform  their  duties. 

a.  For  deployed  squadrons,  designate  the  group  executive 
officer  as  ths  liaison  officer/point  of  contact  (POC)  for  the  de¬ 
ployed  squadrons '  FACTeam. 

b.  For  deployed  detachments,  designate  the  squadron  axacutiva 
officer  as  ths  liaison  officer/point  of  contact  for  the  deployed 
unit's  FACTeam. 

c.  Direct  that  monthly  maetings  ba  held  by  liaison  officsrs 
with  chairpersons  of  dsployed  units  to  assist  with  problem  areas 
and  support/planning  requirements. 

d.  Provide  the  FACTeam  with  a  unit  alpha  rostar  noting  the 
home  addresses  axtd  telephone  numbers  of  married  service  members 
within  the  organization. 

(1)  Reference  (b)  provides  for  the  release  of  this  infor¬ 
mation  with  tha  consent  of  the  individuals  listed. 

(2)  Those  individuals  not  wishing  to  participate  may  do 
so  by  notifying  a  FACTeam  member  or  the  Commanding  Officer. 

e.  Provide  an  official  rsstsr  of  FACTeam  chairpersons  to  the 
appropriate  group  and  squadron  axacutiva  officers  with  copies  to 
the  Group  Chaplain,  Wing  Special  Servicas  Officar  and  Wing  Assis- 
tant  Chief  of  Staff,  G-l. 

f.  Judicious  use  of  "postage  paid"  indicia  for  FACT* am*  will 
be  approved  by  the  appropriate  group/squadron  commanding  officer 
per  established  directives.  Existing  command  Family-grams  and 
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other  Family  Service  cantar  information  aailinga  will  ba  used  to 
announce  FACTeaa  activities  and  any  othar  official  U.S.  Government 
information  of  importance  to  Marina  Corps  members  and  their  fami¬ 
lies.  Information  concerning  voluntary  organizations  may  be  in¬ 
cluded  if  it  supports  the  health  and  welfare  of  command  personnel 
and  their  families.  Unofficial  support  of  this  nature  must  ba 
gratuitously  provided  by  the  sponsoring  organization. 

5.  Establish  a  Deployed  Unit  Information  Hotline  within  the  group 
and  ensure  it  is  operational  and  current  on  a  continuous  basl3  per 
enclosure  (5). 

a.  Provide  weekly  information  to  the  group  and  separate 
squadron  commanders  concerning  significant  events  or  activities 
which  may  be  of  interest  to  dependents. 

b.  Ensure  that  classified  information  is  not  compromised. 

c.  Coordinate  the  transfer  of  this  information  to  the  assigned 
telephone  answering  machine  provided  by  the  group  (this  coordination 
can  be  accomplished  by  a  designated  group/ squadron  staff  FACT earn 
member  as  appropriate) . 

(1)  The  answering  machine  will  be  located,  within  the  group's 
or  squadrons'  spaces. 

(2)  Maintenance  will  be  provided  by  the  appropriate  S-4. 

Provide  special  assistance  to  FACTeams  as  required  (e.g.,  per¬ 
sonnel  to  assist  wives  set  up  tables,  athletic  equipment,  etc.,  for 
FACTeam  events  when  requested) . 

7.  Ensure,  upon  completion  of  the  FACTeaa  chairperson's  and  team 
leaders'  tour,  that  these  wives  receive  appropriate  recognition  of 
their  performance. 

a.  A  Certificate  of  Commendation  from  the  Commanding  General, 

3d  MAW  is  appropriate  for  squadron  level  chairpersons. 

b.  Team  Leaders  and  squadron/dstachment  level  chaii-persons 
should  be  recognized  by  appropriate  letters/certificatee  from 
squadron  corns  mders. 
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SAMPLE  LETTER  OF  APPOINTMENT  FOR  CHAIRPERSONS 


From  Commanding  officer. 

To:  Mrs.  Marvin  Karine 

Sub j  :  APPOINTMENT  OF  FAMILY  ACTION  CONTACT  TEAM  CHAIRPERSON  FOR 
X  SQUADRON/ GROUP 

Ref:  (a)  Chairperson's  Handbook  for  FACTaam  Deployment  Program 

Enel:  (1)  Duties/Responsibilities  of  FACTeam  Chairperson 

1.  You  are  hereby  appointed  Chairperson  for  the  Family  Action 
Contact  Taam  (FACTeam)  for  X  Squadron/MAG. 

2.  The  enclosure  outlines  the  duties  and  responsibilities  of 
FACTeam  chairparsona. 

3.  It  is  rsquastad  that  you  contact  the  MCAS  Family  Service  Center 
at  your  earliast  opportunity  for  assistance  and  guidance. 

4.  I  invite  you  to  viait  with  me  and  my  axacutive  officar  at  an 
aarly  data  to  discuss  the  FACTeam  Program. 

5.  The  reference  provides  datailad  information  regarding  the 
FACTeam  and  is  available  at  the  Station  Family  Sarvics  Cantur. 


I.  M.  COMMANDER 
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MING  ASSISTANT  CHIEF  OF  STAFF,  G-J.  FACTEAM  DUTIES/RESPONSIBILITIES 


The  Assistant  Chief  of  Staff,  G-l  will: 

1.  Serve  as  the  point  of  contact  for  the  3d  MAM  with  the  KCAS 
Family  Services  Center  for  FACTeam  matters. 

2.  Serve  as  the  point  of  contact  within  the  Ming  for  all  FACTeam 
matters. 

3.  Exercise  staff  cognizance  over  the  3d  MAW  FACTeam  program  and 
provide  technical  guidance  to  commanders. 

4.  Support  the  Group/Squadron  FACTeam  workshop  program  by  assis¬ 
ting  wives  in  arranging  seminars  and  other  training  as  requested. 

5.  Assist  Group/Squadron  FACTeams  in  securing  unit  areas  for 
events  such  as  picnics,  homecoming  reunions,  holiday  events,  etc. 

6.  Ensure  that  instances  of  inadequate  support  of  authorized 
FACTeam  activities/ requests  are  investigated  and  appropriate  au-  . 
thorities  are  advised  so  that  corrective  action,  if  required,  can 
be  taken. 

7.  Provide  administrative  support,  not  available  at  the  Squadron/ 
Group  level,  which  does  not  duplicate  or  replace  the  support  of 
the  Family  Services  Center. 


/o 
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HCAS  BL  TORO  ASSISTANT  CHIBP  OP  STAFP  FOR  TRAINING/TRAINING  AUDIO 
VISUAL  SUPPORT  CENTER  (TAVSC)  SERVICES 


Tha  TAVSC  ii«  available  to  provide  the  following  on  a  not  to  intar- 
faro  basis: 

1.  Assist  FACTeans  in  convsrting  Bata  video  tapas  to  VHS  if 
nacassary  in  ordar  for  vivas  to  viaw  tapas  sant  by  deployed  units 
(sany  Naval  vassals  havs  only  3«ta  machines  for  racording  massages 
to  FACTaans) . 

2.  Taps  FACTaan  activitias  for  viewing  by  daployad  parsonnal. 

Such  requests  will  ba  forvardad  via  tha  squadron' s/group's  FACTaan 
point  of  contact  or  chaplain. 
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DEPLOYED  UNIT  INFORMATION  HOTLINE 


1.  Answering  machines  will  be  provided  to  the  Groups  for  use  in 
the  unit  deployment  and  MEU  deployment  programs. 

2.  The  answering  devices  will  be  attached  to  telephone  lines  lo¬ 
cated  in  the  Group/Squadron  area.  These  machines,  when  in  use, 
will  be  employed  on  a  24  hour  basis. 

'  3.  Deployed  aircraft/squadron/detachments  commanders  or  their 
designated  representatives  will  provide  weekly  information  to  the 
aircraft  group  commanders  concerning  significant  unit  events  or 
activities  which  may  be  of  interest  to  dependents.  Messages,  Naval 
Speedletters,  or  telephones  may  be  used  to  provide  information  to 
higher  headquarters.  Commanders  will  ensure  classified  informa¬ 
tion  is  not  compromised  while  passing  this  information. 

4.  The  aircraft  group  commanders  or  their  designated  representa¬ 
tives  will  pass  the  information  to  the  designated  individual  on 
their  staff  or  FACTeam  member  responsible  for  attending  the  tele¬ 
phone  answering  device.  The  information  will  be  updated  weekly  or 
as  often  as  needed/possible.  The  format  for  the  telephone  message 
will  follow  the  form  provided  in  page  2  of  this  enclosure. 

5.  Dependents  may  leave  messages  as  required  at  the  end  of  the 
recorded  message.  The  designated  Hotline  attendant  will  review 
the  messages  daily. 

6.  Answering  device  telephone  numbers  will  to  publicized  as  broad¬ 
ly  as  possible  in  such  publications  as  the  Plan  of  the  Day,  group 
newsletters  and  pre-deployment  booklets. 

7.  A  log  of  all  calls  received  will  be  maintained  to  determine 
usage  factors,  to  modify  content,  and  for  future  general  planning 
purposes . 
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FACTKAM  WEEKLY  TELEPHONE  TRANSCRIPT  FORM 


Aircraft  Group: _  Date _  Massage  Number: _ 

Deployment : _ 

"Thank  you  for  calling  (Aircraft  Group)  FACTeam  information 

hot  line.  This  is  an  updated  message  for  the  weak  of  _ 

'  through _ 


Date  Date 
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COMMANDING  OFFICER  FACTEAM  DOTIES/RESPONSIBILITIES 


Commanding  Officers  will: 

1.  Designate  the  chairperson  (preferably  the  group/squadron/de¬ 
tachment  commander  or  executive  officer's  wife)  from  among  spouses 
within  the  command. 

2.  Publish  an  official  letter  appointing  the  chairperson  (enclo¬ 
sure  (2)  }  . 

3.  Assist  spouses  selected  to  serve  as  chairpersons  and  team 
leaders  in  obtaining  appropriate  information  and  training  from 
the  FSC. 

4.  Establish  detailed  procedures  to  ensure  that  FACTeam  members 
are  able  to  perform  their  duties. 

a.  For  deployed  squadrons,  designate  the  group  executive 
officer  as  the  liaison  officer/point  of  contact  (POC)  for  the  de¬ 
ployed  squadrons'  FACTeam. 

b.  For  deployed  detachments,  designate  the  squadron  executive 
officer  as  the  liaison  officer/point  of  contact  for  the  deployed 
unit's  FACTeam. 

c.  Direct  that  monthly  meetings  be  held  by  liaison  officers 
with  chairpersons  of  deployed  units  to  assist  with  problem  areas 
arid  support/planning  requirements. 

d.  Provide  the  FACTeam  with  a  unit  alpha  roster  noting  the 
home  addresses  and  telephone  numbers  of  married  service  members 
within  the  organization. 

(1)  Reference  (b)  provides  for  the  release  of  this  infor¬ 
mation  with  the  consent  of  the  individuals  listed. 

(2)  Those  individuals  not  wishing  to  participate  may  do 
so  by  notifying  a  FACTeam  member  or  the  Commanding  Officer. 

s.  Provide  cun  official  roster  of  FACTeam  chairpersons  to  the 
appropriate  group  and  squadron  executive  officers  with  copies  to 
the  Group  Chaplain,  Wing  Special  Services  Officer  and  Wing  Assis¬ 
tant  Chief  of  Staff,  G-l. 

f.  Judicious  use  of  "postage  paid"  indicia  for  FACTeam*  will 
be  approved  by  the  appropriate  group/aquadron  commanding  officer 
per  established  directives.  Existing  command  Family-grams  and 
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MWSS-373  FACTeam  PROGRAM 


Tha  keyperson  shall  b«  the  wife  of  the  CO  or  XO. 

The  FACTeam  members  must  be  wives  of  officers  or  SMCO's 
who  volunteer. 

Tha  S-l  officer  shall  compile  and  maintain  a  list  of 
squadron  spouses  that  includes  the  names  of  their 
husbands,  and  tha  address  and  telephone  number  where 
they  can  be  located  at.  It  shall  be  updated  at  least 
once  a  quarter,  and  data  shall  be  obtained  from  newly 
Joined  married  Marines  as  a  part  of  their  check-in 
process. 

An  annual  brief  of  FACTeam  functions  shall  be  conducted 
to  inform  spouses  of  the  role  of  the  team  and  the 
service  agencies  that  are  available  to  help. 

Because  of  the  nature  of  deployments  in  this  squadron, 
the  members  of  the  team  will  not  be  assigned  a  number  of 
spouses  on  a  continual  basis.  Instead,  spouses  will  be 
assigned  to  an  available  team  member  shortly  before  the 
Mai ines  depart  for  the  deployment.  The  member  shall 
thun  remain  responsible  for  the  assigned  spouses  for  the 
duration  of  the  deployment. 

Before  a  deployment  a  list  of  married  Marines 
participating  on  the  deployment,  complete  with  spousal 
data  shall  be  delivered  to  the  keyperson.  She  shall 
then  divide  the  list  of  spouses  evenly  among  the  team 
members  who  will  remain  in  the  El  Toro  area  for  the 
duration  of  the  deployment. 

When  a  team  member  is  given  her  list  of  spouses,  she 
will  contact  the  individual  spouses  either  by  phone  or 
by  letter,  advising  them  that  she  will  be  their  point  of 
contact  for  the  FACTeam  for  the  duration  of  the 
deployment,  and  how  she  can  be  reached.  The  S-l  shall 
retain  a  supply  of  form  letters  for  use  by  team  members 
in  performing  this  function. 

A  tape  recorded  message  shall  not  be  available  during 
deployments  when  the  squadron  maintains  a  rear 
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rear  element  or  duty  office  shall  perform  this  function 
on  such  deployments.  A  recorded  message  will  only  be 
used  when  the  entire  squadron  deploy*. 

When  the  entire  squadron  deploys,  a  designated  officer 
shall  regularly  provide  the  keyperson  with  an 
unclassified  list  of  squadron  activities.  The  keyperson 
will  then  prepare  a  newsletter  for  circulation  among 
squadron  spouses. 
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DUTIES  of  FACTeam  KEYPERSON 


1.  Maintain  regular  contact  with  team  members. 

2.  Assist  team  members  in  resolving  problems. 

3.  Maintain  regular  contact  with  the  MWSG-37  Chaplain  on 
FACTeam  matter*. 

4.  Maintain  regular  contact  with  the  various  family  support 
agencies  available  on  bass. 

5.  Maintain  regular  contact  with  the  MWSS-373  CO/XO  on 
FACTeam  matters. 

b.  Maintain  regular  contact  with  the  MWSG-37  XD  on  FACTeam 
matters  when  the  entire  command  element  of  MWSS-373  is 
deployed  with  the  squadron. 

7.  Act  as  the  central  point  of  contact  between  the  squadron 
and  the  FACTeam  when  the  entire  squadron  is  deployed. 

3.  Notify  the  squadron  command  element  of  all  FACTeam 
matters  that  are  of  a  serious  or  emergency  nature. 

3.  Assist  FACTeam  members  in  the  performance  of  their 

duties,  and  coordinate  the  overall  effort  of  the  team. 

DUTIES  of  FACTeam  MEMBER 

1.  Maintain  regular  contact  with  the  keyperson. 

2.  Act  as  the  main  point  of  contact  between  keyperson  and 
spouses . 

Assist  spouses  in  the  resolution  of  personal  problems. 
Refer  problems  that  cannot  be  resolved  to  the  keyperson. 
Notify  the  keyperson  of  all  FACTeam  matters  that  are  of 
a  serious  or  emergency  nature. 

6.  Contact  the  spouses  assigned  to  your  team  and  advise 
them  that  you  will  be  their  point  of  contact  for  the 
duration  of  the  deployment. 


VC. 


APPENDIX  E 


77 


o  5  JAN  1990 


From:  LtCol  J.  L.  Whitlow,  U.S.  Marino  Corps 

To:  Commandant  of  the  Marine  Corps,  (MPP/MA) 

Washington  DC  203OC-CO01 

Subj:  Request  for  Information 

Enel:  (1)  Proposed  Problem  Statement  for  Defense  Analytical 

Study 

1.  I  am  one  of  five  Marine  students  in  the  Air  War  College  at 
Maxwell  AFB,  AL.  In  the  course  of  our  curriculum,  we  have  the 
opportunity  to  study  some  facet  of  the  Defense  establishment  with 
a  view  toward  honing  analytical  skills  and  providing  useful 
information  for  decision  makers*  The  enclosure  briefly  describes 
my  topic.  It  is  a  subject  that  is  on  the  hearts  and  minds  of 
many  unit  commanders  as  they  seek  way3  to  minimize  the  adverse 
effects  of  high  QPTEMPO  on  morale  and  retention  within  their 
unit.  With  the  specter  of  force  structure  cuts  at  hand,  arid  the 
very  real  possibility  that  CINC's  will  require  at  least  as  much 
forward  deployment  as  in  years  past,  maintaining  high  morale 
within  our  units  will  require  a  more  analytical  view  toward 
developing  ari  appropriate  OPTEMPO. 

2.  It:  the  course  of  studying  this  topic,  I  hope  to  accomplish 
the  following: 

a.  Clarify  the  problem  (if  it  exists). 

b.  Examine  feedback  mechanisms,  and  recommend  improvements. 

c.  Provide  recommendations  that  may  minimize  adverse 
effects . 

3.  In  order  to  complete  the  project,  I  am  requesting  access  to 
certain  informatori  listed  below  and  current  views  or  additional 
inform  tion  available  concerning  3ome  addition  questions: 

Information : 


r\  f  C  «  o  n  y  n  f  |  q  ri  J“1  u  r  w  «  y  e  qwo  t*  the  pa  o  ^  ton  T5 


b.  Summary  of  Enlisted  Retention  St  tistics  over  the  past 
ton  years  (FMF  only). 

c-  MMG  Data  as  to  average  number  of  days  deployed  within  the 
FMF  (by  ..nit,  by  MOS,  by  Geographic  Location). 

Quo:  ions  : 

d.  What  role  does  forward  deployment  and/or  OPTEMPO 
requirements  have  in  developing  force  structure  or  manning 
requirements  ? 


:>  RtJ  S  II  I  i.  S 

( FMF  only  ) . 
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e.  How  much  deployed  time  does  the  average  Marine  accumulatfl 
over  the  course  of  a  career  or  in  the  course  of  the  FMF  tour 
(Ground,  Aviation,  CSS)? 

f.  Does  the  Marine  Corps  have  a  "standard"  concerning  the 
amount  of  deployed  time  considered  to  be  the  norm,  or  beyond 
which  is  not  considered  to  be  advisable? 

g.  What  are  the  currant  rotation  tour  date,  policies 
concerning  time  between  DAUS  restricted  tours? 

h.  Are  there  any  automated  systems  which  give  visibility  to 
accumulated  deployed  time  besides  MMS? 

i.  At  what  command  level  i3  average  accumulated  deployed 
time  by  unit  available? 

j.  Are  there  any  quality  of  life  programs  that  the  Marine 
Corps  is  examining  with  a  view  towards  minimizing  the  impact  of 
family  separation  on  junior  enlised  Marines  and  their  dependents? 

4.  Realizing  that  this  is  a  busy  time  of  yenrt  I  will  be  moot 
appreciative  of  any  assistance  you  can  give  me  in  developing  this 
information.  It  would  be  of  great  benefit  if  I  could  receive  a 
reply  by  2  February  1990.  For  any  clarifying  information,  please 
call  me  at  (AV)  205-2122. 


Very  respectfully, 


J.L. WHITLOW 
LtCol  USMC 


DEPARTMENT  OF  THE  NAVY 
HEADQUARTERS  UNITED  STATES  MARINE  CORPS 
WASHINGTON.  DC  20380-0001 


IN  REPLY  REFtH  10 


MPP-53 


From:  Commandant  of  the  Mari  a  Corps 

To:  LtCol  J.  L.  Whitlow,  UlMC.,  Air  University,  Air  War 

College,  Maxwell  Air  Force  Base,  AL  36112-5522 

Subj :  REQUEST  FOR  INFORMATION 

Ref:  (a)  Your  ltr  of  5  Jan  1990 

1.  In  response  to  the  reference  the  following  information  is 
provided: 

a.  Results  of  Separation  Surveys  over  the  past  ten  years  ( FMF 
only) . 


Response ♦  Due  to  a  low  response  rate  since  its  inception, 
cumulative  results  of  the  Separation  Survey  are  not  yet  a  reliable 
source  of  information.  Corrective  action  is  currently  on-going, 
which  will  stress  the  importance  of  survey  submission. 

b.  Summary  of  Enlisted  Retention  Statistics  over  the  past  ten 
years  (FMF  only) . 

Response .  We  do  not  maintain  enlisted  retention 
statistics  by  location.  Since  Marines  transfer  between  FMF  and 
non-FMF  tours,  it  is  infeasible  to  ascertain  if  these  tours  cause 
any  significant  differences  in  retention.. 

c.  MMS  Data  as  to  average  number  of  days  deployed  within  the 
FMF  (by  Unit,  by  NOS,  by  Geographic  Location). 

Response .  This  request  was  dropped  at  your  request. 

d.  What  role  does  forward  deployment  and/or  OPTEMPO 
requirements  have  in  developing  force  structure  or  manning 
requirements? 


Response .  Force  structure  and  manning  requirements  are 
continuously  reviewed  and  updated.  Forward  deployed  forces  are 
generally  staffed  at  a  higher  manning  level,  but  OPTEMPO  is  not  a 
specific  factor  in  determining  manning  levels.  Current  manning 
levels  for  MEU  (SOC)  battalions  is  100%  of  T/'O  and  100%  of 
staffing  levels  for  battalions  on  the  UDP.  The  manning  level  for 
battalions  not  forward  deployed  or  based  is  100%  of  the  staffing 
levels  of  the  remaining  pool  of  personnel;  efforts  are  made  to 
share  the  remaining  personnel  assets  fairly. 

e.  How  much  deployed  time  does  the  average  Marine  accumulate 
over  the  course  of  a  career  or  in  the  course  of  the  FMF  tour 
(Ground,  Aviation,  CSS)? 


HO 


Response .  To  answer  this  question  we  would  have  to  take  a 
snapshot  of  the  Marine  Corps  on  a  given  date  and  then  average  the 
total  deployed  time.  This  is  too  time-consuming  to  accomplish. 

f.  Does  the  Marine  Corps  have  a  "standard"  concerning  the 
amount  of  deployed  time  considered  to  be  the  norm,  or  beyond  which 
is  not  considered  to  be  advisable? 

Response .  There  is  no  standard  concerning  the  amount  of 
deployed  time  considered  to  be  the  norm  or  beyond  which  is  not 
considered  to  be  advisable  other  than  common  sense.  Individuals 
who  feel  that  they  have  been  deployed  an  excessive  amount  may 
request/ receive  consideration  from  their  monitor  for  next  duty 
location,  '.’he  person-to-person  method  is  how  we  resolve  any 
conflicts  i  i  this  area. 

g.  What  are  the  current  rotation  tour  date  policies 
concerning  time  between  DAUS  restricted  tours? 

Response.  The  current  rotation  tour  date  policies 
concerning  time  between  DAUS  restricted  tours  are: 

-  There  should  be  a  minimum  of  24  months  between  DAUS DR 
tours. 

-  The  goal  is  at  least  5  years  between  unaccompanied 

tours . 

h.  Are  there  any  automated  systems  which  give  visibility  to 
accumulated  deployed  time  besides  MMS? 

Response .  No  there  isn't. 

i.  At  what  command  level  is  average  accumulated  deployed  time 
by  unit  available? 

Response.  Deployment  information  is  kep'f  at  the 
battal ion/ squadron  leve 1 .  Those  records  include  deployment 
information  that  may  not  qualify  for  ADT  (not  entered  in  the  MMS) , 
because  the  deployment  was  less  than  10  days  in  duration. 
Information  on  the  unit's  deployment  can  be  found  in  the 
semiannual  Command  Chronology. 

j.  Are  there  any  quality  ot  life  programs  that  the  Karine 
Corps  is  examining  with  a  view  towards  minimizing  the  impact  of 
family  separation  on  junior  enlisted  Marines  and  their 
dependents? 

Response ..  Quality  of  life  programs  in  the  Marine  Corps 
help  minimize  the  impact  of  family  separation  not  only  on  junior, 
enlisted  Marines  and  their  families,  but  on  all  Marines  and  thoir 
families.  The  programs  offered  range  from  command  religious 
programs,  to  MWR  club  and  recreation  programs,  to  child  care  and 
Family  Service  Center  operations. 


Included  in  the  services  provided  by  the  Family  Service  Center 
that  can  help  the  family  during  a  deployment  are: 

-  Pre-  and  post-deployment  briefings 

-  Deployment  support  groups  for  waiting  spouses  and  children 

-  Employment  assistance  for  spouses 

-  Relocation  assistance 

-  Financial  counseling 

-  Information  and  referral  services  for  such  things  as  health 

care,  child  care,  consumer  affairs,  etc. 

-  Personal  and  family  counseling 

-  Parenting  classes 

-  Child  abuse/neglect  prevention  and  intervention 

-  Assistance  to  Key  Wives  organizations  and  Family  Readiness 

programs 

(1)  Family  Service  Centers  are  located  on  10  major  Marine 
Corps  installations.  In  addition,  toll-free  lines  exist  at  MCE 
Camp  Pendleton  and  MCCDC  Quant ico.  Information  and  referral 
services  are  available  through  this  manner  to  family  members  who 
may  be  located  away  from  a  major  base  during  a  Marine's 
deployment. 

(2)  A  specific  publication  was  developed  and  distributed 
in  1987  for  young  children,  entitled  Daddy's  Days  Awav:  A 
Deployment  Activity  Guide,  for  Children  and  Parents.  The  purpose 
of  the  book  is  to  help  children  understand  why  parents  have  to  go 
away  and  to  keep  the  absent  parent's  image  alive  during  the 
separation.  It  has  been  extremely  well  received  by  deploying 
units. 

2.  We  hope  that  the  information  provided  can  be  beneficial  to 
you.  POC  for  any  further  information  or  questions  is  SSgt  Carasas 
at  Autovon  224-3440/1519  or  Commercial  (202)  694-3440/1519. 

S£>  C^\/^v\cttx, 

E.  D.  BRINDLB 
By  direction 
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Prom:  LtCol  J.  L.  Whitlow,  U.S.  Marine  Corps 
To:  Commanding  Officer,  VMA(AW)-533,  MCAS, 

Cherry  Fbint,  NC  20533 

Subj:  Request  for  Information 

Enel :  (1)  VAS  Problem  Statement 

1.  I  am  one  of  five  Marine  students  in  the  Air  War  College  at  Maxwell  AFB,  Alabama. 
In  the  course  of  our  curriculum,  wo  have  the  opportunity  to  study  some  facet  of  the 
Defense  establishment  with  a  view  toward  honing  analytical  shills  and  providing 
useful  information  for  decision  makers.  Hie  enclosure  briefly  describes  ny  topic. 
It  is  a  subject  that  is  on  the  hearts  and  minds  of  many  unit  cemnanders  as  they  seek 
ways  to  minimize  the  adverse  effects  of  high  0FTEMP0  on  morale  and  retention  within 
their  unit.  With  the  specter  of  force  structure  cuts  at  liand,  and  the  very  real 
possibility  that  ClMC's  will  require  at  least  as  much  forward  deployment  ns  in  years 
past,  maintaining  high  morale  within  our  units  will  require  a  more  analytical  view 
toward  developing  an  appropriate  OPTH'IFO. 


2.  In  the  course  of  studying  this  topic,  I  hope  to  accomplish  the  fol loving: 

a.  Clarify  the  problem  (if  it  exists). 

b.  Examine  feedback  mechanisms,  and  recommend  improvements . 

c.  Provide  recotnmndu cions  that  may  minimize  adverse  effects. 

3.  One  of  the  feedback  possibilities  I  am  examining  is  a  method  of  averaging 
accurnulat  d  deployed  time  by  unit  from  data  within  the  MMf>  system.  Your  unit  is  one 
of  eight  battalion /squadron  sized  unit3  I  am  studying.  CMC  is  retrieving  and 
averaging  the*  data  in  the  system  for  me.  In  order  to  properly  analyze  the  data, 
however,  I  need  the  actual  nuntoer  of  deployed  days  experienced  by  the  unit  over  the 
past  two  yearG.  Accordingly,  1  am  asking  for  your  assistance  in  providing  the 
following  data  as  it  pertains  to  your  battalion/ squadron : 

Number  of  days  deploye I  over  the  past  two  years. 

Full  unit  - 
Detachment 

i'inii.x ■[.  of  days  between  returning  from  UDP  and  the  next  training  deployment. 

4.  Please  reply  as  quickly  as  you  can.  Thank  you  for  your  assistance.  For  any 
clarifying  information,  please  call  roe  at  AITOV'  £175-21  22. 

Very  respectfully, 


j.l.wuitiow 
LtCol  UFMC 


UNITED  STATES  MARINE  CORPS 

Marine  All  Weather  Attack  Squadron  224 
Marine  Aircraft  Group  14 
2d  Marine  Aircraft  Wing,  FMF,  Atlantic 
Cherry  Point,  North  Carolina  28533-6013 

IN  REPLY  REFER  TO 

3000 
Ops 

25  Jan  1990 

From:  Operations  Officer,  Marine  All  Weather  Attack  Squadron  224 

To:  Lieutenant  Colonel  Whitlow,  Air  University 

Subj :  VMA (AW) -224  OPERATIONAL  DEPLOYMENTS 

Ref:  (a)  PhoneCon  btwn  LtCol  Whitlow  and  Major  Riemer  on  22  Jan  90 

1.  The  reference  requested  information  regarding  VMA (AW) -224 ’ a 
operational  deployments  between  1  January,  1988,  and  1  January, 

1990. 

2.  In  accordance  with  the  reference,  the  following  information  ia 
provided : 

VMA ( AW) - 224  RUC  01224 

PARTIAL  SQUADRON  DEPLOYMENTS  FULL  SQUADRON  DEPLOYMENTS 

1  V  >. 

WeatFac  20  Oct  87  -  26  Apr  88  ' 

CQ  USS  America  13-14  Jun  88 

NWD  Qual  MCAS  Yuma  19  Aug  88 

WTI  MCAS  Yuma  10  Sep  -  27  Oot  88 

Red  Flag  B9-1  5-18  Nov  88 

CQ  CSS  Coral  Sea  8-9  Dec  88 
DEFTAC  Det  Yuma  28  Feb  -  2  Mar  89 

WeetPae  3  Apr  -  10  Oct  09 

3.  If  we  can  be  of  any  further  assistance,  please  notify  ua . 

VJ.  D.  RIEMER 


IN  REPLY  REFER  TO 


UNITED  STATES  MARINE  CORPS 

1st  Battalion.  2d  Marines 
2d  Marina  Division,  FMF 
Camp  Lejeune,  North  Carolina  28542-5504 

1000 

S-l 

22  Feb  90 


From:  Commanding  Officer,  1st  Battalion,  2d  Marines,  2d  Marine  Division,  FMF 
To:  Lieutenant  Colonel  J.  L.  Whitlow  USMC 


SubJ :  REQUEST  FOR  INFORMATION 
Ref :  (a)  Your  ltr  undated 

1.  In  accordance  with  the  reference,  the  following  information  is  provided: 

a.  Number  of  days  deployed  over  the  past  two  years  -  301  (of  which  20  are 
days  aboard  ship) . 

b.  Number  of  days  between  returning  from  UDP  and  the  next  training 
deployment  -  64. 

o.  P0C  WO  Wangler  Autovon  484-1519. 


T 

By  direct 


UNITED  STATES  MARINE  CORPS 

2D  BATTALION,  8TH  MARINES 
2D  MARINE  DIVISION,  FMF 
CAMP  LEJEUNE,  NORTH  CAROLINA  2SM2-SS13 


in  reply  REf  EB  TO 

1 0<X> 

BAC 

01  Mar  90 


From:  Commanding  Officer  ,  2ci  Battalion,  8th  Marines,  2d  Marino 

Division,  FMF  ,  Camp  Lejeune,  NC  28542-5513 
To:  Lieutenant  Colonel  J.  L.  Whitlow,  UBMC ,  Air  War 

College,  Maxwell  A  FI: ,  m_  30  112-5522 

Sub  j :  REQUEST  FUR  INFORMATION 


1.  In  response 

t  o  y  u  li  r  1  >_•  t  ter,  I 

Loot:  the 

lib  or  t  y  of  i.  n  c:  1  ud  i 

our  deployed  days 
depl oyment . 

from  September 

of  1907 

t  n  avn i d  op  1 i 1 1 1 n q 

Dates 

Depl 

NR  DAB 

Uni t/Det 

870930-880327 

LF6F 

1  SO 

Unit 

080826-381014 

TW-88 

50 

Unit 

881212-881221 

Moutai neer i ng 

10 

Dot 

8901 16-890203 

Fort  A.  P.  Hill 

19 

Uni  t 

890412-890501 

B/'G  Workup 

20 

Uni  t 

890531-891109 

LF6F 

1 63 

Un  i  t 

90031 1-900331 

JWTC  PANAMA  (UNCI. ASS)  20 

Unit 

(Future  > 


2.  As  you  are  nr.  doubt  aware,  the*  above  deployed  dates  are  not 
the  only  indicator  of  high  OPTEMPO.  In  the  past  two  years  we  also 
stood  4  1/2  month.".  o r,  air  alert,  and  extended  periods  in  the  field 
for  ME l!  SCJC  war h. -up s,  MCCRIl  preparation  and  as  aggressors  for 
other  batal ions  in  addition  to  normal  field  operations. 

3.  I  hope  the  above*  inform,  '  inn  ran  ho  of  assistance  to  you  in 
your  course  study. 


By  direction 
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DEPARTMENT  OF  THE  AIR  FORCE 

AIR  WAR  COLLEGE  (AU) 
MAXWELL  AIR  FORCE  BASE,  AL  36112-5522 


From:  LtCol  J.  L.  Whitlow,  13. S.  Marine  Corps 
To:  Oonmanding  Officer,  VMA(AW)-533,  MCAS, 

Cherry  Point,  NC  28533 

Subj:  Request  for  Information 

Enel:  (1)  DAS  Problem  Statement 

1.  I  am  one  of  five  Marine  students  in  the  Air  War  College  at  Maxwell  AFB,  Alabama. 
In  the  course  of  our  curriculum,  we  have  the  opportunity  to  study  some  facet  of  the 
Defense  establishment  with  a  view  toward  honing  analytical  skills  and  providing 
useful  information  for  decision  mkers.  The  enclosure  briefly  describes  my  topic. 
It  is  a  subject  that  is  on  the  hearts  and  mind3  of  many  unit  cotnnanders  as  they  seek 
ways  to  minimize  the  adverse  effects  of  high  OPTEMEO  on  morale  and  retention  within 
their  unit.  With  the  specter  of  force  structure  cuts  at  hand,  and  the  very  real 
possibility  that  CINC's  will  require  at  least  as  much  forward  deployment  as  in  years 
past,  maintaining  high  morale  within  our  units  will  require  a  more  analytical  view 
toward  developing  an  appropriate  OFTEMPO. 


2.  In  the  course  of  studying  this  topic,  I  hope  to  acconplish  the  following: 

a.  Clarify  the  problem  (if  it  exists). 

b.  Examine  feedback  mechanisms,  and  recommend-  improvements . 

c.  Provide  recomnendations  that  may  minimize  adverse  effects. 

3.  One  of  the  feedback  possibilities  I  am  examining  is  a  method  of  averaging 
accumulated  deployed  time  by  unit  from  data  within  the  MMS  system.  Your  unit  is  one 
of  eight  battalion/squadron  sized  units  I  am  studying.  CMC  is  retrieving  and 
averaging  the  data  in  the  system  for  me.  In  order  to  properly  analyze  the  data, 
hewever,  I  need  the  actual  nuiifoer  of  deployed  days  experienced  by  the  unit  over  the 
past  two  years.  Accordingly,  I  am  asking  for  your  assistance  in  providing  the 
following  data  as  it  pertains  to  your  battalion/squadron: 

Nurrfoer  of  days  deployed  over  the  past  two  years. 

Rill  unit  -  I*  ~ 

Detachment  -  I 

Number  of  days  between  returning  from  UDP  and  the  next  training  deployment.  '■/:'> 

4.  Please  reply  as  quickly  as  you  can.  Thank  you  for  your  assistance.  For  any 
clarifying  information,  please  call  me  at.  AUTOWN  875-21  22. 


UNITED  STATES  MARINE  CORPS 

maxim  ATTACK  SOUADRON  231 
MAXIM  AIRCRAFT  OROUX  11 
14  MAXIM  AIXCXAXT  WINO.  PW.  ATLANTIC 
MAXIM  COXM  AIR  STATION 

CH8RRY  XOIMT,  NORTH  CAROLINA  2UU«U  ,tPlY  WH  T0 

57  50 
S-3 

9  Jan  90 


From:  Commanding  Officer,  Marine  Attack  Squadron  231 

To:  Commandant  of  the  Marine  Corps  (Code  HDH-M) 

Via:  (1)  Commanding  Officer,  Marine  Aircraft  Croup  32 

(2)  Commanding  General,  Second  Marine  Aircraft  Wing 

(3)  Commanding  General,  Fleet  Marine  Force,  Atlantic 

Sub  J :  COMMAND  CHRONOLOGY  1  JULY  89  -  31  DECEMBER  89 
Ref:  (a)  MCO  P5750  .  IF 

Enel:  (1)  Command  Chronology  1  July  89  -  31  December  89 

1.  As  per  reference  (a),  the  Command  Chronology  for  the  poriod  1 
July  89  -  31  December  89  is  submitted  as  enclosure  (1), 

B.  M.  TRAPNELL 
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CHAPTER  8 

UNIT  01 ART  REPORTING  OF  INDIVIDUAL  DATA  ELEMENTS 


8001.  INTRODUCTION 

1.  This  chapter  contains  instructions  for  reporting  individual  data  elements  or>d  certain  actions  not 
specifically  covered  in  other  chapters. 

2.  Certain  data  elements  in  the  JUMPS/HMS  computer  record  are  controlled  by  HQKC  end  cannot  be  changed  by 
field  RU's,  All  discrepancies  in  these  data  elements  (such  as  differences  between  QQR/SR8,  BlR  and  BTR)  will 
be  reported  to  the  CMC  (code  indicated  below). 

a.  Officers 


DATA  ELEMENT 

CMC  COOE 

Active  Naval  Service  Base  Date 

MMPR-1 

Expiration  of  Active  Service 

HRRO-5 

Expiration  of  Current  Contract 

MRRO-5 

Component  Code 

HRRO-5 

Contract  Legal  Agreement 

HMOA  *  3 

•Permanent  Grade 

MMPR-1 

Date  of  Permanent  Grade 

MMPR-1 

•Present  Grade 

MMPR-1 

Dote  of  Present  Grade 

MMPR-1 

Pay  Entry  Bose  Dale 

MMRB-10 

Additional  Military  Occupational 
Specialty 

MM0A 

Service  School  Codes 
(In  excess  of  eight) 

HMOA 

(For  other  than  the  initial 
assignment  to  active  duty  upon 
appointment  to  commissiot.ed 
grade,  EAS/ECC  will  be  entered 
by  HMOA.) 


•If  this  item  is  not  in  agreement  with  unit  records,  first  determine  if  the  officer’s  name  appears  on  a 
selection  list  for  promotion  to  the  grade  indicated.  If  name  does  appear,  no  further  action  is  required.  If 
name  does  not  appear  on  the  selection  list,  request  verification  of  this/these  items  per  paragraph  8095. 


b.  Officers  and  Enlisted 

DATA  ELEMEN1  CMC  COPE 

Classification  and  Language  MA 

Test  Score  Data 


8002.  ACCIJMU1  ATCD  DEPLOYED  TIME  (TTC  033  GROUP  D) 

1.  This  data  clement  is  designed  to  be  used  only  by  FMF  units  as  identified  in  MCO  1300.8  and  represents  the 
individual  Marine's  total  time  in  days  deployed  while  joined  chargeable  to  an  FMF  unit.  Each  ADT  entry  will 
adjust  the  date  arrived  U.S.  where  dependents  were  restricted  (DAUSDR)  to  compensate  for  periods  spent  in  a 
deployed  status.  Periods  of  ADT  of  less  than  10  days  will  not  bo  reported  or  accunulated.  ADT  may  be 
re|X>rlcd  ns  an  individual,  group,  or  event  entry. 
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2.  ADT  will  bo  reported  whenever  u  Marine,  as  a  member  of  an  FMF  unit,  deploys  for  a  period  of  at  least  10 

consecutive  days.  However,  predeploymont  liaison  units  nd  individual  training  not  ossociated  with  unit 
activity  will  not  be  counted  as  ACT.  Specific  requirements  are  prescribed  in  MCO  1300.8.  If  the  entry  is  for 
270  or  more  continuous  days,  or  a  Marine's  cumulative  ADT  totals  at  least  365  days,  a  new  0AUSDR  is 
automatically  established  effective  the  dote  of  return  from  deployment.  Any  days  in  excess  of  the  required 
270  or  365  that  remain  as  ADT  will  update  the  new  DAUSDR  on  a  2-day-for-l-doy  basis.  This  same  2-for-1 
adjustment  is  mode  to  the  DAUSDR  for  each  ADT  entry  that  does  not  meet  the  above  requi rements  for  establishing 
a  new  DAUSDR.  A  Marine's  accrued  ADT  will  be  displayed  on  the  BIR.  The  computer  will  automatically  zero  the 

ADT  field  aenevcr  a  Marine  is  joined  by  a  non-FMF  unit.  Do  not  reenter  ADT  for  a  previous  command,  as  the 

DAUSDR  hos  already  been  updated.  Accumulation  towards  establishing  a  new  DAUSDR  must  begin  anew. 

3.  Each  period  of  ADT  will  be  reported  on  the  U0  immediately  upon  return  from  deployment .  The  date  of  action 

will  be  the  date  of  return  from  deployment.  The  following  statement  will  be  used  only  by  FMF  RU's  to  report 
ADT; 

_  C*J  DEPLOY  FR  _  TO  _  IOC  _ I 


Six-digit  action 
date - ' 

Cnter  six-digit  Iregind.itc - —  ■■■' 

Enter  six-digit  ending  date — — — - - 

Enter  name  or  location  where  ADT  was  performed  (maximum  of  20 
alphanumeric  characters' - 


NOTE:  The  action  date  of  the  ADT  must  be  the  last  day  of  the  ADT  period 
reported.  This  is  critical  when  the  total  ADT  goes  over  365 
noncont inuous  days,  or  when  270  continuous  days  is  reported,  as 
the  computer  will  use  the  action  date  to  establish  a  new  DAUSDR. 


U.  To  delete  erroneous  information  use  the  following  statement  and  report  correct  information  per 
instructions  in  subparagraph  8002.3: 

_  DEL  DEPLOY  FR  _  TO  _ I 


Enter  six-digit 
action  date - 

Enter  six-digit  begin  date  of  period 
to  be  deleted - 

Enter  six-digit  ending  date  of  period  to  be 
del  j ted - - — - 


5.  For  Marines  not  having  a  DAUSDR,  a  DAUSDR  will  be  nutcxnot icol ly  generated  by  tho  crxiputcr  the  first  time 
ADT  Is  reported.  This  constructive  DAUSDR  will  bo  established  by  subtracting  5  years  from  the  date  that  the 
Marine  last  entered  active  duty. 


8003.  ACTUAL  TRAINING  COMPLETION  DATE  (TIC  Vj8  GROUP  D) 


1.  Tho  data  element  "ACTUAL  TRAINING  COMPLETION  DAVE"  indicates 
qualified  for  assignment  of  a  primary  HOS.  The  date  moy  be  used 
to  determine  actual  training  time  from  recruit  graduation  to  MOS 


the  date  a  Marine  coapleted  training  and 
in  conjunction  with  date  joined  for  training 
qualification. 


I 
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8057.  DEPLOYMENT  MONITORED  COHHAMD  COPE 

1.  The  data  element  DMCC  represents  a  unit  that  has  been  designated  as  a  specific  deplo)-rocnt  unit  with 
personnel  stafffng  controlled  by  HQMC.  The  DMCC  is  reportable  only  by  HQMC.  Any  discrepancies  regarding  the 
DMCC  must  be  addressed  to  the  CMC  (MMEA  or  MHOA)  for  resolution. 

2.  The  DMCC  remains  the  specific  unique  unit  identifier  for  units  in  the  THE  that  deploy,  and  remains  in  the 
conputer  record  for  the  durotion  of  the  Marine's  tour  with  tho  designated  unit.  This  data  clement  can  only  be 
entered  into  the  JUHPS/HMS  at  HQMC  via  the  UD  and  Is  not  reportable  by  field  units.  Generally,  the  designation 
of  "V  series"  MCC's  for  deployed  units  ore  used  by  HQMC. 

8030.  DEPLOTMENT  STATUS  COOE/DEPLOTHENT  RETURN  DATE  (TTC  422  GROUP  D) 

1.  The  DSC  identifies  a  Marine's  deployment  status  during  a  current  THE  tour.  This  date  element  is  used  by 
the  CMC  (MHOA  and  MMEA)  to  determine  a  Marine's  eligibility  for  assigrment  and  to  monitor  unit  personnel 
strengths.  The  DSC  identifies  Marines  who  are  scheduled  for,  serving  on,  have  completed,  or  oho  arc  not 
scheduled  to  porticipate  in  future  deployments  of  at  least  5  months  duration.  If  the  Marine  is  nondeployable 
per  the  criteria  contained  in  the  current  edition  of  HCO  P3000.13  (UN  1 T REP  SOP),  as  well  as  not  scheduled, 
enter  the  appropriate  duty  status  code  per  paragraph  8043. 

2.  Descriptions: 

COPE  DESCRIPTION 

blank  Unknown -DSC/oro  should  be  reported  if  Marine  is  joined  to  an  FMF  unit. 

0  Not  scheduled  for  deployment  and  no  deployments  completed. 

1  Scheduled  for  or  serving  on  first  deployment  of  5  months  or  more  duration. 

2  Completed  first  deployment  of  5  months  or  more  duration,  Bnd  not  scheduled  for 

any  future  deployments  at  this  time. 

3  Completed  first  deployment  of  5  months  or  more  and  is  scheduled  for  or  serving  on 
second  deployment  of  5  months  or  more  duration. 

4  Completed  second  deployment  of  3  months  or  more  duration,  und  not  scheduled  for 
any  future  deployments  at  this  time. 

5  Co<n>lctcd  second  (or  greater)  deployment  of  5  months  or  more  and  is  scheduled  for 
or  serving  on  third  (or  greuter)  deployment  of  5  months  or  more  durution. 

6  Completed  third  (or  greater)  deployment  of  5  months  or  more  duration  ond  is  not 
scheduled  fer  any  future  deployments  .it  this  time. 

NOTE:  All  deployments  refer  to  unit  or  detachment/overseas  deployed  activities 
_ during  a  tour  of  duty  with  the  FMF  as  defined  in  MCO  1500.8 _ 

3.  The  DRD  iden'ifies  the  date  of  a  completed  deployment  of  5  months  or  more,  or  the  expected  date  of  return 
from  the  current  o.  next  deployment  of  5  months  or  more.  This  data  element  is  also  used  by  H0MC  for  personnel 
planning,  The  following  rules  apply: 

If  DSC  =  0  Then  DRD  must  be  zero. 

If  DSC  = 

1,  3,  or  5  Then  DRD  must  bo  future-dated  with  the  expected  date  of 

return. 

If  DSC  = 

2,  4,  or  6  Then  DRD  must  be  actual  date  of  return. 

4.  Use  the  following  statenx?nt  to  report,  change,  or  update  the  DSC  and  DRD: 

DEPLOY  STAT  DRD  _ j 

*  nicr  on<? -digit  numeric 

code  from  above  ---  . . — 

Enter  six-digit  date - 


503? 
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l 'Cl E :  For  JUMPS/MMS  reporting  nnd  processing  purposes,  this  entry  must  be 
either  reported  on  a  UD  dated  prior  to  the  DRD  or  the  entry  must 
include  an  action  date  prior  to  the  DRD. 


5.  Use  the  following  statement  to  clcor  the  DSC/DRD  field: 

DEPLOY  ST'T  0  DRD  000000 | 


6.  When  a  Marine's  0SC  changes  from  a  "not  scheduled"  status  (DSC  =  0,  2,  4,  or  6)  to  a  scheduled  status  (DSC 
«  1,  3,  or  5)  and  has  been  so  reported  into  JUMPS/MMS,  but  the  Marine  then  becomes  "not  scheduled"  again, 
report  the  old  QSC/DKD  bade  into  JUMPS/MMS.  For  example,  a  Harine's  DSC/DRD  is  DEPICT  STAY  2  DRD  851201 |  and 
has  been  updated  to  DEPLOY  STAT  3  DRD  861015).  When  the  Marine  becomes  "not  scheduled"  again,  report  861130 
DEPLOY  STAr  2  DRD  861201 |. 

7.  As  soon  os  units  who  assign  personnel  TAD  to  HEU's,  or  elements  of  a  MEU,  become  aware  of  whom  they  will 
assign,  they  will  report  a  DSC/DRD  into  JUMPS/MMS.  They  will  report  the  correct  DSC  for  the  individual  and 
the  expected  return  date  of  the  MEL)  to  which  the  Marine  is  assigned  for  TAD.  This  DSC/DRD  will,  in  most 
cases,  be  reported  well  in  advance  of  the  TO  TAD  entry.  The  DSC/DRD  must  be  reported  as  soon  as  personnel  are 
identified  as  participating  in  a  MEU  deployment,  with  the  primary  goal  of  120  days  prior  to  deployment.  If 
for  any  reason  the  identified  Marine  becomes  "not  scheduled,"  update  '.he  DSC/DRD  per  the  instructions  in 
paragraph  8038. A. 


0039.  pi  SPURS i NO  STATION  5YMPO.L  .NUMBER  iTJC  J5q.CR(AJP._D} 

1.  Each  RU  is  provided  disbursing  service  by  a  designated  disbursing  station.  The  dislxjrsing  stotion  is 
Identified  by  a  four-digit  DSSN.  OSsW's  are  listed  in  the  Navy  Comptroller  Manual,  volume  4,  appendix  C. 

2.  A  disbursing  officer  symbol  is  a  five-character  symbol  used  to  identify  a  specific  disbursing  of f icon  ond 
disbursing  station.  The  prefix  continues  through  the  alphabet  for  each  disbursing  officer  successor  at  that 
station.  Ensure  that  the  four-character  DSSN  is  reported  in  UD  entries.  Do  not  include  the  alphabetic  prefix 
which  identified  the  disbursing  officer  symbol.  For  example,  A6091  represents  the  disbursing  officer  and 
station  providing  service  to  Headquarters  Battalion,  HOMC.  For  UD  entries,  report  6091. 

3.  Pay  accounts  of  oil  Marines  of  a  single  unit  normally  are  maintained  by  the  same  disbursing  station. 
However,  some  personnel  of  one  unit  on  TAD,  maneuvers,  and  so  forth,  may  be  provided  service  by  a  different 
disbursing  station.  When  these  conditions  exist,  the  0SSN  must  be  reported  for  personnel  who  are  effected. 
Uhen  recording  a  J0’“  *ntry,  DSSN  must  be  reported  if  the  unit  is  served  by  more  than  one  disbursing  station. 
03SN  is  not  required  in  th«  join  entry  if  all  Marines  of  the  unit  are  provided  service  by  the  same  disbursing 
station. 

4.  DSSN  changes  must  be  reported  by  a  UD  EVENT  entry,  fhe  change  will  update  the  JUMPS/MMS  computer  tables 
for  the  RUC  and  the  primary  MCC  and  all  additional  MCC's  with  the  same  DSSN  as  the  primary  MCC.  If  any 
additional  MCC(s)  are  assigned  to  the  RUC  with  a  different  DSSN,  those  MCC's  will  not  be  affected  by  the 
reported  DSSN  change.  A  separate  EVENT  entry  must  be  submitted  for  any  additional  MCC's  with  a  different  DSSH 
than  the  primary  MCC. 

5.  When  a  Marine  is  joined  or  attached  excess,  the  joining  or  attaching  entry  effects  appropriate  changes  in 
the  Marine's  DSSN.  Uhen  in  addition  to  a  join  or  attach  entry,  o  DSSN  change  is  reported  on  a  specific 
Marine,  it  will  require  another  DSSN  change  to  return  the  Harine's  DSSN  to  that  servicing  the  permanent  RUC 
upon  tiuminat  ion  of  lAD/escoss. 

6.  A  recc'd  of  event  entry  reputing  activation,  redes  i  gnat  ion,  reta  gnniinllon,  or  relocation  of  n  unit  must 
Inctude  tire  DSSN  ond  the  effective  dote.  See  chapter  7,  for  instructions  and  exonples. 

7.  USSR  utxi  effective  date  ore-  reported  with  the  statement  shewn  below.  If  DSSN  is  unknown,  it  may  be 
obtained  by  contacting  the  disbursing  stotion. 
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PROPCjED  problem  statement  for  defense  analytical  study 


DATE 


I 


I  STuOf  NT"  NAME  Fust. 

toh  and  grade 

StMtMAR  WrtaOH'i  NAME  A  NO  GRADE 

j  Wh i t 1 ow , 

J  arrive  L. 

B 

B 

tCol  P. Smith 

List  njmpj  of  other  student*.  if  any.  who  are  working  on  this  itddy 


None 


E  ntw  the  tentative  title  of  your  work,  as  you  think  it  may  appear  on  your  final  product: 

MINIMIZING  THE  ADVERSE  EFFECTS  OF  OPTEMPO  ON  MORALE  AND 
RETENTION  CUSMC) 


Usmg  double  spacing,  type  Or  write  your  entire  prnoiem  statement  as  specifically  as  you  can: 

Ecoblem  Statement * 

Background:  The  expeditionary  nature  of  the  Marine  Corps 

requires  a  high  OPTEMPO  in  terms  of  training  exercises  and 
forward  deployment.  Many  communities  within  the  Corps  are 
averaging  50-60%  time  away  from  home  base  with  no  end  in 
sight.  This  has  an  obvious  Impact  on  morale  and  retention 
of  those  enlisted  personnel  who  have  MOS's  within  certain 
communities.  Especially  those  MOS's  with  little  application 
outside  of  the  high  tempo  tactical  units  they  are  in. 

Problem:  How  much  is  too  much  (within  a  tour  -  within  a 

career)?  In  the  eyes  of  the  enlisted  personnel  in  question, 
how  is  this  OPTEMPO  measured?  Are  there  aspects  of  a 
Marine's  service  life  that  could  be  changed  to  minimize  the 
adverse  effect?  In  the  development  of  unit  training  plans 
or  service  career  patterns,  is  there  an  OPTEMPO  point  beyond 
which  a  commander  must  be  aware  that  he  is  possibly 
sacrificing  morale  for  unit  training  and  expertise?  Is 
there  a  "rule  of  thumb"  that  can  be  developed  to  identify 
that  point? 

The  thrust  of  this  project  13  to  attempt,  not  only  to  answer 
the  questions,  but  also  examine  existing  "feedback" 
processes  with  a  view  toward  making  them  more  responsive. 


This  form  must  he  returned  to  the  office  of  the  Defense  Analytical  Studies  Division  by  the  deadline  indicated  in  thel 
Ai/mtiu.i/rg'uit'  Handbook _ 
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